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EXECUTIVE S W Y  

A strong, unif ied p r iva t e  sec tor  i s  an important ingredient f o r  promoting 
s ign i f i can t  economic growth i n  the  Caribbeai~. h a c e n t r a l  p r iva t e  sec tor  
body f o r  the  region, the Caribbean Association of Industry and Commerce 
(CAIC), has a respons ib i l i ty  f o r  helping t o  c r e a t e  the  kind of c l imate  i n  the  
region 's  economies which is conducive t o  both the  expansion of ex is t ing  
businesses and the  a t t r a c t i o n  of new pr iva te  s e c t o r  investment. 

The object ive of AID1 s cooperation with CAIC, which began i n  June 1981, was t o  
enhance CAIC1s adminis t ra t ive capacity so tha t  it could play a leading ro le  i n  
the  r e v i t a l i z a t i o n  of the reg ion ' s  p r iva t e  sector .  I n  order  t o  achieve t h i s  
object ive,  t he  following outputs  a r e  required: 

1. CAIC must have the  administrative a b i l i t y  t o  adequately represent the 
p r iva t e  s e c t o r ' s  i n t e r e s t s  i n  the  region and t o  a s s i s t  i t s  a l l i e d  
i n s t i t u t i o n s  i n  becoming more ac t ive  a t  the  l o c a l  l eve l ;  

2 .  UIC1  s ac t ions  must r e s u l t  i n  a mobilization of resources among the 
region1 s p r i v a t e  sec tor ;  and 

3. The e f f o r t s  of CAIC and i t s  a f f i l i a t e s  must have a d i r e c t  inpact on 
the  region1 s production and productivity.  

The i n i t i a l  phase of t h i s  process is well underway. The Association has 
been rev i ta l ized  and a permanent Sec re t a r i a t  i~ Barbados has b ~ e n  
establ ished.  By the  end of 1982, CAIC had f i l l e d  most of the  proposed s t a f f  
pos i t  ions,  prepared a s t r a t egy  statement, conceptualized the  departmental 
programmes a f t e r  discussions within CAIC and with re levant  a id  donors, agreed 
upon funding l e v e l s  and begun t o  implement pro jec t s .  

I n  the  next phase of its a c t i v i t i e s ,  CAIC focused i t s  a t t e n t i o n  on i ts  
dual ro l e  as advocate f o r  t h e  p r iva t e  sec tor  and provider  of action-oriented 
programmes. The underlying i n t e n t  o r  %ottom l ine"  of t h i s  programme e f f o r t  
was t o  help i n i t i a t e  new p r iva t e  s ec to r  investment and expand ex is t ing  
businesses. To a t t a i n  t h i s  objective,  programme a c t i v i t i e s  were i n i t i a t e d  i n  
four  functional areas:  

. Organizational Affa i r s  and Business-Government Relat ions  

. Training 

. Technical Assistance, Research and Data Collection 

, Economic Development 

According t o  i ts  member organizations,  CAIC1s major accornplishments, t o  

'Y date ,  a r e  i ts  recognition a s  a viable  spokesman f o r  the  region 's  p r iva te  
s ec to r  and i t s  a b i l i t y  t o  mobilize the p r iva t e  s e c t o r  t o  join  together  t o  
address i s sues  of major concern a t  the  regional l eve l .  CAIC' s e f f o r t s  t o  

7. mobilize the  p r iva t e  s ec to r  a t  the  nat ional  l e v e l  through its l o c a l  a f f i l i a t e s  
-I have been l e s s  successful .  The impact of CAIC1s e f f o r t s  on increasing the  



production and product ivi ty  of t he  region, which is the ul t imate  object ive of 
t h i s  p ro jec t ,  has been the los t  d i f f i c u l t  t o  a s se s s  due t o  the  lack of 
systematic follow-up and measurement of re levant  CAIC a c t i v i t i e s .  

Having revived i ts  regional reputat ion and del ivered ac t  ion-or i tented 
programmes, CAIC has a t ta ined a l e v e l  of p ro j ec t  maturity which requires  
refinement of present programme a c t i v i t i e s  i n  order  t o  present a package of 
se rv ices  based upon a country-by-country s t ra tegy.  This next phase of p ro j ec t  
a c t i v i t y  should allow CAIC t o  maximize i t s  impact on its member organizat ions  
benef ic ia r ies  by means of a more e f f i c i e n t  a l l oca t ion  of i t s  l imited s t a f f  and 
f inanc ia l  resources. To f u r t h e r  i ts  objec t ives ,  CAIC w i l l  need t o  improve i t s  
f i s c a l  management ; increase i t s  resource base ; deve'lop an integrated work 
plan;  and monitor and evaluate  i ts  a c t i v i t i e s  on an on-going basis.  

Scope of the  Evaluation 

This evaluation addresses two areas  of inquiry:  (1) I s  UIC meeting i ts 
fundamental object ives  under t h e  Cooperative Agreement; and ( 2 )  Is CAIC1 s 
management s t ruc tu re  functioning e f f e c t i v e l y  i n  implementing the terms and 
conditions of t he  Agreement and i n  preparing i t s e l f  f o r  fu tu re  
s e l f  -sufficiency? This evaluation of CAIC' s performance has been based upon a 
review of a1 1 pro jec t  - re la ted documents and correspondence between CAIC and 
AID a s  well a s  interviews with RDO/C management s t a f f ,  CAIC1 s Executive 
Director ,  the  s t a f f  of each CAIC department and p r iva t e  s ec to r  individuals  
f ami l i a r  with CAIC1s a c t i v i t i e s .  



In response t o  t h e  terms of reference es tabl ished f o r  the  second 
evaluation of t he  USAID/CAIC Project  No. 538-0043, t h i s  report  w i l l  r e f l e c t  
the  r e s u l t s  of two areas  of inquiry:  (1)  I s  CAIC meeting its fundamental 
object ives  under PSIAP Cooperative Agreement ; and (2)  I s  CAIC1 s management 
s t ruc ture  functioning e f f ec t ive ly  i n  implementing the  terms and conditions of 
the  Cooperative Agreement and i n  preparing i t s e l f  f o r  fu tu re  se l f - suf f ic iency?  

The f i r s t  of the  two areas  of inquiry has been approached using as  a 
bas i s  the  Work Plans which were developed by each of the  CAIC departments and 
approved by the  USAID Mission. These plans  def ine,  i n  more-or-less spec i f i c  
terms, the  ob jec t ives  of each CAIC program component and the  a c t i v i t i e s  
projected under each component f o r  t h e  course of the  year  ,mder consideration,  

The Work Plans a l so  cons t i t u t e  an updating of t he  
activity/performance expectat  ions of CAIC - acknowledgement having been made 
of s a t i s f ac to ry  achievement of many of t he  p ro j ec t  s o r ig ina l  ob jec t ives  with 
the AID formal izat ion of "follow-on assistance" i n  A q u s t  1982. This 
evaluation accepts  t he  assumption imp l i c i t  i n  the  deveiopment, review and 
approval of the  work plans:  t h a t  s a t i s f a c t o r y  performance of t he  ClZIC 
departments against  t h e i r  approved work p lans  would cons t i t u t e  s a t i s f a c t o r y  
CAIC progress toward i ts  fundamental object ives .  

The primary focus of the  f i r s t  a rea  of inquiry, therefore ,  has been 
an analysis  of the  performance of each CAIC department, using its work plan a s  
basic evaluat ion c r i t e r i a .  Interviews with r ec ip i en t s  of CAIC serv ices  a r e  
the  bas i s  f o r  impact assessment and a r e  used t o  measure CAICt s contr ibut ion t o  
t he  strengthening of nat ional  p r iva t e  s e c t o r  organizations.  However, 
su f f i c i en t  d a t a  was not col lected by CAIC t o  perform an economic ana lys i s  of 
t he  project .  

As spec i f ied  i n  the  scope of work f o r  t h i s  evaluation,  t he  second 
area of inquiry - CAIC management - has included: 

. Anassessmentof  CAICactivitymanagement; 

An assessment of t he  ex ten t  t o  which CAIC management has 
c o n s i d e r d  and employed t h e  recomendat ions offered by Catherine 
Pearson i n  her  March, 1982 evaluat ion of tne  CAIC pro jec t  ; 

. An examination of the  CAIC - RDO/C working r e l a t i onsh ip ;  

. An ana lys i s  of CAIC1s e f f o r t s  t o  become s e l f - s u f f i c i e n t ,  
including i ts current  and projected re la t ionsh ips  with  donors. 

This  evaluat ion has been conducted i n  two par t s .  On August 22, 1983, 
B i l l  Phelps of RDO/C and Mike Deal of AID/W began a thorough review of a l l  
project  r e l a t ed  documents, including correspondence between CAIC and RDO/C 
management and i n t e r n a l  AID and CAIC communications. Beginning on August 23, 
in-depth interviews were held with RDO/C management s t a f f ,  CAIC Executive 
Director,  Pat terson Thompson, the  s t a f f  of each CAIC department and the  
following individuals  : 



Mr. Henry Vieira ,  President ,  Barbados Manufacturers Association; 
Mr. A 1  Knight, President ,  Barbados Chamber of Commerce; 
Mr. John Goddard, Former President of CAIC Board of Di rec tors ;  
Mr. Oman Monplaisir, Former President,  S t .  Lucia Chamber of 
('ommerce ; 
Ms. Ruth McFarlane, Executive Director ,  S t .  Lucia Chamber of 
Commerce ; 
Mr. Andrew Proctor,  Resident PDAP Advisor, S t .  Lucia; 
Mr. W i l l  Kelsick, President ,  S t .  Kitts Chamber of Commerce; 
Mr. Michael King, President ,  S t .  Kitts Manufacturers Association; 
Mr. Ricky S k e r r i t t ,  Executive Director ,  S t ,  Kitts Chamber of 
Gvnmerce ; 
Mr. Donald Harsden, Resident *PDAP Advisor, St. Kitts; 
Mr. Noel Walling, President ,  Antigua Chamber of Commerce; 
Mr. Clarvis  Joseph, Professional  Tra iner  (cur ren t ly  under 
contract  with t he  Organization of Eastern Caribbean S t a t e s )  ; and 
Mr. Allen Roger, Canadian High Commissioner. 

Although the  Findings from t h i s  i n i t i a l  period were compiled, t h e  
evaluators  d id  not have time t o  complete the  pro jec t .  On Yarch 10, 1984, 
El izabeth Warfield of AID/W ar r ived  i n  Barbados t o  update and complete the  
evaluation.  Additional in-depth interviews were held with the CAIC Executive 
Di rec tor  and the  head of each CAIC department. Interviews with r ec ip i en t s  of 
CAIC se rv ices  were not possible  due t o  a lack of time and t r a v e l  funds. Thus, 
t h i s  second phase served t o  update t he  work plan a c t i v i t i e s  of t he  various 
departments, whi l e  relying upon r ec ip i en t  impact observations of the  
PhelpsDeal  team. 



I I .  BACKGROUND 

A. PROJEn HISTORY 

In order t o  place t h i s  project  in  i t s  proper context, a brief 
review of the projec t ' s  his tory is necessary. The goal of t h i s  grant project ,  
signed in  June: 1981 and authorized f o r  $US4OO, 000, is t o  mobilize the 
indigenous private sector  f o r  increased production and productivity so as  t o  
improve the economic base of the  region. The purpose is t o  strengthen the 
administrative capacity of the  Caribbean Association of Industry and Commerce - (CAIC) t o  pramote and stimulate p r iva te  investment and productive employment 
i n  the countries of the Caribbean. 

The project s cooperative agreement has been amended four times. 
Amendment No. 1 dated June 8, 1982, reprogrammed the or ig ina l  budget t o  more 
accurately re f l ec t  projected expenditures under the project. This was 
necessary due t o  i n i t i a l  delays i n  h i r i q  several program managers and the 
re la t ive ly  ra.pid implementaion of the AID-f inanced training program, I t  was 
again amended on August 24, 1982, a t  which time the Mission provided 
additional assistance to ta l l ing  US$700,000. This Amendment No. 2 provided 
assistance t o  finance the agreed upon work programmes and t o  i n i t i a t e  three 
new a c t i v i t i e s  : support f o r  Junior Achievement expansion and the  
establishment of two p i l o t  funds, the  National Private Sector Fund (NPSF) and 
a Technical Assistance Fund (TAF). The th i rd  amendment was signed on December 
16, 1982 t o  permit authorization of NPSF a c t i v i t i e s  on an item by item basis. 

In compliance with the t e n s  of the original grant agreement, a 
detai led,  in-depth evaluation was conducted by Catherine Pearson of 
Caribbean/Central America Action (C/CAA) i n  March 1982. The purpose of t h i s  
evaluation was t o  review progress t o  date and t o  determine what ro le ,  i f  any, 
AID could have i n  developing a follow-on project.  In order t o  provide 
additional time t o  implement t h e  NPSF and TAF, a fourth and f i n a l  amendment 
was approved on August 30, 1983 which extended assistance t o  CAIC u n t i l  March 
1, 1984. 

B. CAIC -- 
WTC was established approximately 26 years ago a s  a regional 

federation of national business organizations t o  fos te r  economic and social  
development of the Commonwealth Caribbean by promoting trade, commerce, 
industry, agricul ture and tourism. Then, a s  now, CAIC sought t o  represent and 
safeguard the view tha t  the p r iva te  sector  has a role t o  play i n . t h e  economies 
of t h i s  region. In  par t ,  the ro le  has been t o  define and advocate the ro le  of 
the private sector  i n  the region's mixed economies. Another aspect of CAIC's 
role  i s  t o  devise and implement action-oriented programs aimed a t  
strengthening the private sector  ins t i tu t iona l ly  throughout the  region, while 
offering a range of services which address specif ic  business requirements. 

The basic, underlying aim of these programs is t o  promote and 
stimulate pr iva te  investment and productive employment i n  the  region. To 
address sane of the national and regional goals, CAIC plans : 



. t o  help r a i s e  the l eve l  of managerial, technical  and 
supervisory s k i l l s  ; . t o  promote the  expansion of i n t r a  and e x t r a r q i o n a l  t rade ;  . t o  increase foreign exchange earnings through, increased 
exports  ; . t o  f a c i l i t a t e  development e f f o r t s  i n  p r iva t e  s ec to r  
investment ; and . t o  increase the use of indigenous raw mater ia l s  i n  regional 
manufacturing. 



I I I. - PERFORWCE OF CAIC DEPAR'IMENTS 

To address these c r i t i c a l  development tasks, CAIC designed an 
administrative division of functional expertise t o  ref lec t  the broad range of 
programme act iv i ty  in  separate,  but related areas. The four departments are  : 

a. Organizational Affairs and Business/Government Relations 
b. Training 
c. Technical Assistancehesearch and Data Collection 
d. Economic Development 

The objectives of each department and the perfomance of the 
proposed work plans w i l l  be discussed below. 

An analysis of the number and types of project a c t i v i t i e s  which 
have assis ted the region's pr ivate  sector  t o  increase production and 
productivity and which have strengthened the national level private sector  
organizations. 

The individual CAIC department work plans, which were developed by 
CAIC and approved by RDO/C have been 1.1sec1 as  the evaluation c r i t e r i a  f o r  
conducting t h i s  analysis. The plan/perEoniiancc sect  ions are  based upon the 
July 1983 t o  March 1984 work plans. The evaluation commentary and 
recommendat ions incorporates the findings ari.2 observations of both Warf ie ld  
and the Phelps/Deal team. The l a t t e r  group, however, deal t  only with the July 
1982 t o  June 1983 work plans. The assumption in  both cases has been tha t  
sa t i s fac tory  CAIC performance against the work piaiis const i tutes  sa t i s fac tory  
progress toward project objectives. 

Analysis has a lso  been made, and observations offered, regarding 
the degree of relevancy of the  work plans t o  the needs of the CAIC a f f i l i a t e s  
and t h e i r  communities, as these needs have become be t t e r  understood and 
fu r the r  refined throughout the course of the program year. 

Finally, the budget of each department wi l l  be analyzed i n  terms of 
the proposed and actual expenditures f o r  each programme as a ref lec t ion  of the 
departmental p r io r i t i e s .  The most recent b i l l ing  submission t o  AID (December 
1983) w i l l  serve as the basis  f o r  t h i s  analysis. 



ORGANIZATIONAL AFFAIRS/BUSINESS-GOVERNMENT RELATIONS 
DEPAR'IMENT 

1. The Work Plan and Performance 

The primary objective of th i s  department is to strengthen the 
ins t i tu t ional  capacity of national private sector bodies, thus enhancing the i r  
ab i l i ty  to  act in  unity in representing thei r  specific interest  in issues -of 
concern to  the en t i re  private sector. Ancillary objectives of t h i s  department 
are to  pronote intra-private sector dialogue and communication within the 
region and to cult ivate relationships with governmental and other regional 
public sector bodies as well as  international inst i tut ions.  

To implement these objectives, the department proposed the 
following ac t i v i t i e s  i n  its July 1983-March 1984 work lan (with percentages 
indicating t he i r  relat ive share of the proposed budget 7 : 

a. National Private Sector Fund (38%) 
b. Organization Management Programmes for  Caribbean Chamber 

Executives* ( 20% ) 
c. Junior Achievement Programme ( 9%) 
d. Twinning (3%) 
e. "Free To Choose" (30%) 

The t o t a l  amount of AID funds budgeted f o r  t h i s  Department1 s 
programme was ~DS$328,263. 

a. National Private Sector Fund (NPSF) 

a) The Plan: To fund projects submitted by local private sector 
organizations i n  the following te r r i to r ies :  

1. Antigua 7. Guyana 
2. Barbuda 8. Montserrat 
3. Barbados 9. St. Kitts-Nevis 
4. Belize 10. St. Lucia 
5. Dominica 11. St. Vincent 
6. Grenada 

This ac t iv i ty  is considered part of the National Private Sector Fund f o r  
budgetary purposes, but is  considered as  a separate item in  the work 
plan. For the purposes of t h i s  budgetary analysis, it is treated as a 
separate item. 

The projects proposed under the NPSF were aimed a t  strengthening 
the Chamber/Pri vate S x t o r  Organizations through income-generat ion, while 
simultaneously contributing t o  national economic development. Three projects, 
one each Prom Belize, Guyana and St .  Lucia, had already been submitted to and 
approved by AID. In order t o  sa t is fy  the AID requirement that  ezch Chamber 
have adequate managerial capacity t o  carry out the ac t ' v i t y  pr ior  to i t s  
in i t ia t ion,  the Training Department planned f ie ld  t r i p s  t o  the above 
te r r i to r ies .  Visits t o  St .  Vincent and St. Kitts t o  a s s i s t  i n  project 
development were also to  be undertaken during th i s  w r k  plan period, 



7 

b) Performance : The ac t i v i t i e s  proposed under the work plan are 
in various stages of development. In the cask o-f Belize, the f ie ld  t r i p  t o  
assess management capability was undertaken and the funds fo r  the proposed 
handicraft project were disbursed. The Guyana Training project has been 
approved and the funds are soon to  be disbursed. St. Lucia has yet to follow 
through on i t s  project proposal. Due t o  a cash flow problem, the department's 
s taff  could not t ravel  t o  St. Vincent and St.  Kitts to  ass is t  in project 
fonnnulation. 

b. Organi zat i on Management Programmes fo r  Caribbean Chamber Executives 

a) The Plan: To build up a cadre of trained persons capable of 

- 
managing national private sector organi zat ions. Two participants from each of 
the ten countries included in the NPSF were to attend a Training of Chamber 
Managers and Executives Workshop in Miami in  l a t e  November/early December. 
The Programme Manager' planned to attend a Coordinating Committee meeting f o r  
th i s  worfr.shop i n  September. 

b) Performance : Fourteen participants a t  tended the Second 
Caribbean Organization Management Workshop. Of  t h i s  to ta l ,  two each were from 
Barbados, Belize, Antigua, St. Lucia, St. Vincent, Grenada and CAIC, with one 
each f rom Dominica and St.  Kitts. 

c. Junior Achievement ( JA) Programme 

a) The Plan: To continue to support the JA programme in  St .  
Lucia, St. Kitts-Nevis and Dominica. The department planned t o  send 
Trinidadian and Barbadian J.A. experts t o  these t e r r i to r ies  to  ass i s t  in the 
establishment of JA programmes. 

b) Performance: The proposed act iv i ty  did not occur during t h i s  
work period due t o  the inabil i ty of the local chambers to identify an 
individual t o  work with the programme. 

d. Twinning 

a) The Plan: To form closer relationships between CkIC 
a f f i l i a t e s  and carefully chosen U.S. Chambers of Commerce. The purpose of the 
Twinning Chamber Programme is t o  i n s t i l l  i n  Caribbean Chambers of Commerce a 
sense of what Chambers should be accomplishing in  terms of community outreach 
and t o  develop programmes aimed a t  improving socio-economic growth in  the 
ter r i tory  a s  a whole. Combined CAIC/CCAA twinning exercises were to  be 
conducted in  Dominica, St. Lucia, St.  Kitts-Nevis, St. Vincent, Montserrat, 
and Antigua. 

b) Performance: While the chambers of Barbados, St. Lucia and 
Antigua have been twinned, the department has not been able to travel t o  
monitor the progress of these e f for t s  due t o  a cash flow problem. The 
Programme Manager, however, did part icipate in  and co-chair the meeting of the 
Cooperating Chambers (Twinning) which was held i n  Miami just prior  t o  the 
Seventh M i a m i  Conference. 



e. Dissemination of Information on The Free Enterpr ise  
Vstem -- "Free To Choose1' 

a) The Plan: To educate the  Caribbean people or1 the value of the  
f r e e  en te rpr i se  system. The department planned t o  rent out t h i s  f i lm s e r i e s  
produced by Ni l ton  Friedman t o  its a f f i l i a t e s  and o ther  in te res ted  
organizations. 

b) Performance: The f i lm has not been purchased. 

f .  Public Relat ions  

This departmental funct ion was not included i n  t he  work plan,  s ince 
it  was not supported by AID funds. To accurately judge t h e  performance of 
t h i s  department, a discussion of t h i s  a c t i v i t y  is  necessary, s ince a t  l e a s t  
s i x t y  percent OF s t a f f  time is devoted t o  publ ic  r e l a t i ons  work. The publ ic  
r e l a t i ons  a c t i v i t i e s  of t h i s  department include the  magazine Calling the  
Caribbean, the  new newslet ter  llInt;ide CAIC1', radio programmes, p ress  re leases ,  -- 
Dress conferences and communications with in te rna t iona l  organizations. 
'Calling the Caribbean was o r ig ina l ly  intended a s  a vehicle-of communication 
$or CAIC and i t s  a f f i l i a t e s .  Ranging i n  size from 20 t o  24 pages long, the  
magazine has changed from a monthly t o  a bimonthly and more recent ly  t o  a 
quar ter ly  publ icat ion i n  order  t o  accommodate i t s  increased s i z e  and scope. 
Despite a t  tempts t o  be s e l f  -supporting through advertisment, the  publ icat  ion 
has been operating a t  a loss .  

Irr addi t ion  t o  Call ing the  Caribbean, CAIC now produces a f o u r  page 
newsletter  t o  keep members informed of happenings within the organization1 s 
Secre ta r ia t .  T i t l e d  "Inside C41C11, t h i s  newsletter  was es tabl ished a t  the  
spec i f i c  request of i t s  members, same of whom f e l t  t he  a r t i c l e s  i n  Call ing the  
Caribbean were too  long. 

The f i f t e e n  minute radio program, "Caribbean Business Worldl1, has 
been a i red  b iweekly  s ince  October 1982. Since CAIC has been unable t o  secure 
regular  sponsors f o r  t h e  program, t h e  Neal and Massey Company and the  Matalon 
Group a r e  cur ren t ly  providing f inanc ia l  ass is tance.  CAIC has a l s o  encountered 
problems with t he  d i s t r i b u t i o n  and timing of the  programme. 

Other media a c t i v i t i e s  of the  department include press  re leasee 
dealing with CAIC events,  the  organization1 s pos i t i on  on important i s sues  and 
announcements of se rv ices  offered by CAIC. The department has developed and 
maintained a good rapport  with the press  and media channels. 

2. Evaluation Commentam and Recommendations 

The Organizational AfEairs/Business-Government Department cannot be 
judged so le ly  on the  mer i t s  of i t s  performance of t he  work plan, s ince  seventy 
percent of t h i s  department ' s a c t i v i t i e s  were funded f ram CAIC1 s membership 
contr ibut ions  and thus  were not included i n  the  work plan. me AID funds were 
e s sen t i a l l y  ta rge t ted  f o r  t h e  strengthening of the  local p r iva t e  s e c t o r  
bodies. Yet, t h i s  department is  a l s o  responsible f o r  promoting dialogue and 
communication within the  region1 s p r iva t e  sec tor  and f o r  cu l t iva t ing  r e l a t i o n s  
with governmental and regional public sec tor  bodies a s  w e l l  a s  with 
internat ional  i n s t i t u t i o n s  and dpnor agencies. 



According t o  Phelps/Deall s discussions with CAIC member 
organizations, CAIC1s major accomplishments over the past two to  three years 
have been i t s  role i n  unifying the private sector on a regional basis and in  
establishing i t s e l f  as  recognized, viable spokesman. To the extent that these 
are i t s  objectives, the Organizational Affairs/Business Government Relations 
Department has been quite successful. CAIC' s ab i l i ty ,  however, to  coordinate 
and project private sector in teres ts  a t  the national level in order t o  
effect ively influence public policy, which is one of the stated objectives of 
t h i s  department, is st ill considered deficient by CAIC1 s membership. 

Since policy dialogue a t  the regional and national level are not 
mutually exclusive act iv i t ies ,  the Organizational Affairs/Business-Government 
Relations department could resolve the si tuat ion by adopting a two-fold 
approach. F i r s t ,  the various comrnunicat ion tools of the department could 
serve to  explain the relevance of CAIC1s policy in i t i a t ive  a t  the regional 
level t o  the local private ssctor  organizations. Second, t h i s  network could 
be used t o  discuss national issues, which are not specifically addressed i n  
the regional forums. In t h i s  way, CAIC1 s image would be enhanced and the 
organization's ab i l i ty  to  respond t o  local i ~ s u e s  might result  in increased 
sponsorship of the various media ac t iv i t i es ,  such as  the magazine and the 
radio programs. 

The department ' s performance of AID4 unded ac t iv i t i es ,  as proposed 
in  the July 1983-March 1984 work plan, has been marginal. While certain 
ac t i v i t i e s  involving staff  travel were postponed due t o  cash flow problems, 
those relating to  the strengthening of local ins t i tu t ions  had trouble getting 

.off the ground. 

A s  of the Decen~ber 1983 bi l l ing,  only twenty-five percent of the 
programme budget funded by AID fo r  t h i s  department had been expended. The 
programmes can be rank ordered by t h e i r  re la t ive  share of actual expenditures 
(BDS$80,959) : 

Organi zat ion Management Programmes f o r  Caribbean Chamber Executives 
(58%) 
National Private Sector Fund ( 42%) 
Junior Achievement Programe ( 0%) 
Twinning ( 0%) 
"Free To Choose" ( 0%) 

Of to t a l  NPSF expended, ninety percent went t o  the CBI Investment 
Promotion Conference. This ac t iv i ty ,  which was not included in  the work plan, 
involved assistance t o  the regional public and private sectors f o r  the 
preparation of the i r  ''country exhibits" fo r  the F i r s t  M i a m i  Exposition during 
the Seventh M i a m i  Conference on the Caribbean a t  the end of November. 

a. Strengthening of National Private Sector Bodies 

The NPSF was proposed as one of several means fo r  
strengthening the national private sector bodies. In addition t o  f u l l f i l l i n g  
t h i s  objective, the projects proposed under the NPSF were t o  serve as  a source 
of income generat ion fo r  the local chambers while simultaneously furthering 



national economic development. The design of t h i s  component, however, was 
flawed i n  two respects.  F i r s t ,  most of the  loca l  chambers were not equipped 
with su f f i c i en t  organizational un i ty  and managerial capab i l i t y  t o  develop the  
proposed pro jec t s ,  a point which was made by both the  Executive Director  and 
Programme Manager. Second, the  lack of linkage between program and overhead 
cos t s ,  espec ia l ly  s t a f f  t r ave l ,  f u r t h e r  impeded sur,cessful implemer~tation of 
the NPSF. In order t o  a s s i s t  i n  p ro j ec t  formulation an4 a s se s s  t he  managerial 
capabi l i ty  of the loca l  chamber f o r  undertaking the proposed p ro j ec t ,  the  
Organi znt ional Aff airs/Business-Government Rdlat ions Department l s s t a f f  was 
required t o  t rave l .  Yet, s t a f f  t r a v e l  was not an authorized expenditure under 
the  NPSF. 

The question then a r i s e s  a s  t o  how t o  address t h i s  organizat ional  
and managerial weakness a t  the  l oca l  level.. The problem of strengthening the  
loca l  chambers can be defined i n  terms of a "vicious c i r c l e f1  with t h e  l oca l  
p r iva te  s e c t o r  bodies unable t o  a t t r a c t  an adequate membership base which 
would provide su f f i c i en t  funds f o r  h i r ing  s t a f f ,  purchasing of f  i c e  equipment 
and renting o f f i c e  space i n  order  t o  provide services  which would, i n  turn,  
increase the membership and revenue base. 

The poor performance of t he  NPSF suggests the  need f o r  a new 
approach t o  the i n s t i t u t i o n a l  strengthening component. One poss ib le  
a l t e rna t ive  is the model which has been developed by C A I C  f o r  recommendation 
t o  the  LDC t e r r i t o r i e s  and which would be adopted within a defined period of 
time. The e s sen t i a l  f ea tu re s  a r e  the  sharing of common premises, s t a f f  and 
equi.pment with some in t e rna l  subdivision of du t i e s  t o  allow proper focus on 
matters r e l a t i ng  to :  

1)  Trade and Commerce 
2) Manufacturing Industry 
3) Training and I n d u s t r i a l  Relations 

These th ree  subject  a reas  have t r ad i t i ona l ly  been t& province 
of the Chamber of Commerce, the  Manufacturers1 Association and the  Employers1 
Federation, respectively.  To promote successful  col laborat ion among these 
groups, C4IC will have t o  continue t o  smooth over the  competing i n t e r e s t s  of 
these pr iva te  sec tor  groups. I t  has been suggested tha t  implementation of 
t h i s  model would be immeasurably a s s i s t e d  by some tangible inducement, i n  the  
form of f u d i n g  f o r  a l imited period,  on some matching basis.  AIDv s 
reluctance t o  provide s t a f f  support i n  the  past  is understandable. Commitment 
t o  the  purpose of t h i s  p ro j ec t ,  however, suggests the  need f o r  a new 
approach. Given CAIC1 s d e f i n i t i o n  of t he  problem, AID might consider  
providing ass i s tance  t o  the  nat ional  p r iva t e  sec tor  bodies i n  t h e  LDC 
t e r r i t o r i e s  based on the following condi t ions:  

1) That i t  be on a matching funds bas i s  
2) That it be provided f o r  a l imited period of time 
3) That i t  be Linked with increased membership support 
4) That it be r e l a t ed  t o  a spec i f ic  developmental a c t i v i t y  



b. Interdepartmental Coordination 

- Discussions with CAIC member organizations revealed the need 
for  greater  coordination among CAICt s departments. In consonance with the 
model proposed above, an integrated programmatic approach t o  organizational 
development should be developed leading t o  clearly defined targets  and based - on a strategy tailored t o  the needs and capacities of each individual 
chamber. As the communications a m  of CAIC, the Organizational 
AffairslBusiness-Governmental Affairs should play a lead role i n  planning and 
coordinating the various departmental ac t iv i t i es  a s  well a s  maintaining the 
ongoing bi l a t  era1 communications deemed necessary fo r  such an endeavor. A 

. conscious decision must be made on the part of the Executive Director that 
th i s  intertwining of department ac t i v i t i e s  must begin with the development of 
integrated work programmes and a restructuring of the internal organization of 
CAIC so as  t o  f a c i l i t a t e  a team approach to  project implementation. The end 
product would be a package of services which would enable CAIC t o  present a 
more cohesive image t o  its local a f f i l i a tes .  

To summarize, the Organi zat ional/Business-Government Relations 
Department has been instrumental in  the revital izat ion of CAIC, especially in 
establishing i t s  role as a regional spokesman f o r  the private sector. The 
department ' s role i n  promoting intra-private sector dialogue and communication 
has had an impact on achieving a greater  sense of sol idar i ty  among the private 
sector a t  the regional level. The department has been less successful in 
promoting policy dialogue a t  the national level. Furthermore, substantial 
progress remains to be made in the terms of strengthening of the local private 
sector bodies. A new appr~ach based on a country-by-country strategy and a 
packaging of CAIC services is recommended. 



C, TRAINING DEPAR'MNT 

The CAIC t ra in ing  programme is designed t o  i den t i fy  p r iva t e  s ec to r  
t ra in ing  needs and serve a s  an adminis t ra t ive coordinating cen te r  and funding 
conduit f o r  the  provision of t ra in ing  programs t o  businesses and business 
associat ions  i n  the  Caribbean, A major object ive of t h i s  a c t i v i t y  during the  
pas t  year  was t o  a s s i s t  i n  upgrading the  sk i l l -base  ava i lab le  t o  the  reg ion ' s  
p r iva te  sec tor  i n  terms of both improving ongoing business performance and 
providing b e t t e r  human resources f o r  po ten t i a l  industr ies .  

1. The Work Plan and Performance 

I n  th* July 1983 t o  March 1984 work plan,  the  Training Department 
proposed t o  streamline its a c t i v i t i e s  i n  order  to- concentratz upon a smaller,  
more relevant group of t a rge t  areas.  The following a reas  of concentrat  ion 
were proposed (with percentages indicat ing t h e i r  r e l a t i v e  share of the  
proposed budget) :* 

a. In-house o r  on-the-job t r a in ing  programmes (17%) 
b. Assistance t o  small businessmen (36%) 
c. Top management programmes (24%) 
d. Training of Trainers  programmes (14%) 
e. Follow-up and Evaluation (Minimal) 
f .  Special  Sessions (5%) 

The t o t a l  mount of AID funds budgetted f o r  t h i s  departmentt s 
programme c o s t s  during t h i s  period was ~D~$170,613.  

e An addi t ional  l i n e  item not discussed i n  the  work p lan  was Conference 
Travel (5%). 

a. In-House o r  On- the- Job Trainirq  Programmes 

a) The Plan: Based on requests  received from.private  firms o r  
businesses and on recommendations from CAIC1s technical  ass i s tance  
department. Considered t o  be more d i r e c t  and developmental t o  t he  
Associat ion1 s a f f i l i a t e s ,  these on-the- job t r a in ing  exercises  would include 
spec i f i c  problem iden t i f i ca t ion  through managerial diagnosis  followed by, t h e  
design of special ly- ta i lored t ra in ing  programmes t o  address the  i den t i f i ed  
d i f f i c u l t i e s .  The subsequent monitoring of t h e  f i rm i n  question would a s se s s  
r e l a t i v e  degrees of success o r  f a i l u r e ,  thus act ing a s  a feedback mechanism t o  
improve the  qual i ty  of CAIC service.  

I n  an e f f o r t  t o  reduce overa l l  programme cos t s ,  t he  On-the-Job 
Training Programmes and t h e  Small Business workshop were t o  be held 
concurrently. . I t  was f u r t h e r  an t ic ipa ted  t h a t  where f ea s ib l e ,  sorne of the  

, ownershanagers selected f o r  t h e  Small Business Development programmes would 
come from the  same companies where on-the- job t r a in ing  was being performed. 

I n  addit ion,  the  department proposed t o  o f f e r  an on-going 
series of spec ia l  workshops and seminars f o ~  key business executives and s t a f f  
of Chambers and Manufacturer1 s Associations t o  improve off  ice management. 



b. Performance: Performance has improved i n  t h i s  category s ince 
the previous work plan,  with two of the  six planned on-the-job t r a in ing  
sessions a s  well a s  one unscheduled session having been undertaken. In  
October, d iagnost ic  t r i p s  were made t o  i ndus t r i a l  concerns i n  Antigua, 
Montserrat and Bel ize  during which the following number of companies were 
v i s i t ed :  Antigua (4) ,  Montserrat (51 ,  and Belize (13). Four-day t r a in ing  
courses were held i n  each of these countr ies  with the  ac tua l  t ra in ing  course 
'occurring i n  t h e  evening and c l i n i c a l  work with t he  individual  f irms being 
held during the day. The o the r  on-the-job t ra in ing  programmes scheduled f o r  
the  month of October did  not take place due t o  a cash flow problem. However, 
the Training Department, i n  col laborat ion with TARD did conduct a seminar 
workshop f o r  sewing machine mechanics i n  S t .  Kitts, but f u r t h e r  diagnost ic  
work w i l l  need t o  be performed i n  S t .  Kitts before conducting the scheduled 
on-the- job t r a in ing  session. 

While noting t h a t  the in-house t ra in ing  f o r  l oca l  Chambers and 
Manufacturer's .4ssociations would focus upon the  o f f i c e  s t a f f  ra ther  than the 
executivs d i r e c t o r s  and pres idents  of these organizations,  the  t ra in ing  
department has y e t  t o  perform any of these in-house sessions.  

b. Assistance t o  Small Businessmen 

a )  The Plan: To workcooperatively with o the r  regional agencies 
and donors - COB, BIMAP, USAID, CIDA - i n  devising co l labora t ive  programmes 
f o r  owners and managers of small businesses. Eight courses were scheduled 
during the  July 1983-March 1984 period. They were t o  cover the  following 
topics:  general  operations;  management techniques; e f f e c t s  of i n f l a t i o n  and 
r i s ing  energy c o s t s ;  recurr ing problems of small businesses;  motivation and 
customer r e l a t i o n s  ; planning f o r  growth; banking and record keeping ; f i nanc ia l  
management; business planning and policy and accounting and control .  In  
addi t ion,  two workshops on purchasing, costing and pr ic ing  f o r  small 
businessmen were t o  be held i n  S t .  Kitts and S t .  Lucia. 

The t r a in ing  department a l s o  p l a n e d  t o  o f f e r  two mrkshops on 
' 'Starting up a Small Business1 , one i n  S t .  Kitts o r  Antigua f o r  the  Leeward 
Is lands,  t he  o the r  i n  Barbados f o r  t he  Windward Islands.  Topics t o  be 
discussed during these 2-3 day seminars included : conceptualizing and 
developing a venture; preparing appl icat ions  and p r o j e c t s  f o r  loan financing ; 
record keeping and basic accounting pr inc ip les ;  purchasing and costing 
mechanisms; l ega l  regulat ions  surrounding the establishment of a business; and 
market ire and sas les .  

b) Performance : A s  planned, the  Training Department conducted 
four  small business development workshops were conducted ( 2  i n  Belize,  1 each 
i n  Montserrat and Antigua) . These sess ions l a s t ed  2 days each and averaged 15 
pa r t i c ipan t s  per  seminar. Other a c t i v i t i e s  included two half  -day workshops on 
pr ic ing,  cost ing and purchasing i n  S t .  Ki t t s .and  S t .  Lucia, with an average of 
18 pa r t i c ipan t s  pe r  session. In  addit ion t o  t h e  proposed content, these 
workshops a l s o  covered the top ic  of 'Managing Businesses i n  Turbulent Times 
f o r  Small Businessmen1'. The "Starting up a Small Business" workshops were not 
conducted . 



c. Top Management Programmes 

a )  The Plan: Directed towards CAIC Directors  and senior  
executives from among members and a f f i l i a t e s .  One top management course was 
scheduled during the July 1983-Slarch 1984 period. Focussing on areas  of 
t r a d i t i o n a l  and on-going weaknesses i n  Caribbean management, the  course would 
cover the following top ics  : finance and cos t  accounting ; marketing and market 
research; planning and forecast ing ; organizat ional  diagnosis  and development ; 
human and i n d u s t r i a l  re la t ions .  Current top ics  such as Production-sharing and 
Group Marketing would a l s o  be discussed. 

The work plan a l so  c i t e d  two o ther  seminars d i rec ted  towards top 
executives. The f i r s t  seminar, "S t ra teg ies  f o r  U t i l i z ing  CBIu, was t o  examine 
the  following areas:  an overview of t r ade  and investment component of t he  
CBI ; s t r a t e g i e s  f o r  market p resen ta t ion  under t he  CBI; and avenues f o r  j o i n t  
venture arrangement 5 .  Conducted i n  co l labora t ion  with the  Economic 
Development Departmtnt, t h i s  programme was designed f o r  t h e  Presidents of 
Manuf a c t u r e r s l  A.ssociations o r  persons involved i n  exporting t o  t h i rd  
countries.  

The second seminar included i n  t h i s  category was the  Junior  
Management programme. While s imi l a r  i n  content t o  the  top management coursss ,  
t h i s  programme was designed f o r  the  junior  l eve l  of management. 

b) Performance: The CBI Promotion seminar was held i n  'Barbados 
on November 10 and was immediately followed by the  Top Execut ivesf  
Consultation on November 11-12. The former was attended by fourteen 
pa r t i c ipan t s  from the Windward Is lands and Barbados, while the  l a t t e r  
conference had f orty-s ix  regional pa r t i c ipan t s  attended. 

A t  the  Top Executives Consultation, the  Japanese s t y l e  of 
management a s  well  a s  the  Yugoslavian method of worker pa r t i c ipa t ion  were 
presented by a Harvard Business Professor and a CARICAD represent i ve, 
respectively.  A member of t he  Barbados Central  Bank attempted a synthesis  of 
these two s t y l e s  and presented a Caribbean model of management. 

The Junior Management seminar was held i n  Guyana from November 
16-1 8. Forty-f our junior managers pa r t i c ipa t ed  i n  the  seminar. 

Training of Trainers  

a) The Plan: Involving a t ra in ing  of t r a i n e r s  programme based on 
the  response from similar programmes held i n  1982-83. The overa l l  object ives  
of the  programme were t o  introduce pa r t i c ipan t s  t o  a systematic and log ica l  
approach t o  t ra in ing  and iden t i fy  poss ib le  ways of improving t h e i r  own 
techniques. I n  addi t ion,  the  programme was designed t o  improve and develop 
pa r t i c ipan t s t  t ra in ing  s k i l l s  i n  t he  a r eas  of planning, implementing , 
coordinating and evaluating t ra in ing  sessions.  Pa r t i c ipan t s  would be drawn 
from Chamber a f f i l i a t e s  i n  the  Leeward and Windward Is lands and Belize. One 
sess ion was scheduled f o r  the  Ju ly  1983-March 1984 period. 

b) Performance: The department spdnsored a regional Training of 
Trainers t  Workshop f o r  Human Resource Development Prac t i t ioners .  Twlve  
persons representing seven countr ies  attended the ' f ive-day programme held i n  
Grenada. 



e. Follow-up and Evaluation 

a )  The Plan: To provide addi t iona l  t ra in ing  i n  g r e a t e r  depth t o  
pa r t i c ipan t s  who attended previous programmes and t o  evaluate  t h e  impact of 
each programme. No spec i f i c  follow-up a c t i v i t i e s  were scheduled during the 
July 1983-March 1984 period. Continuous evaluat ion of each t r a in ing  programme 
hower,  was t o  be conducted i n  order  t o  assess  i ts  impact on a spec i f i c  
t e r r i t o r y  i n  terms of t he  pa r t i c ipan t1  s performance on the job and the 
consequent improvements i n  the  organizat  ion1 s productive capacity.  Reports 
were t o  be prepared a t  the  end of each programme. The department would 
conduct an ove ra l l  evaluation every s i x  months, followed by an  annual report  , 

a t  the  .end of the  year. 

b) Performance: Evaluation repor t s  were completed a t  t he  end of 
each programme. An overa l l  evaluation,  however, has not been conducted s ince 
the end of 1982. The department indicated t h a t  the  1983 evaluat ion would be 
performed a t  t h e  end of the  present work plan,  which has been exterlded from 
December 1383 t o  March 1, 1984. 

f .  - Special  Sessions 

a )  The Plan: I n  addi t ion t o  the  f i v e  a c t i v i t y  ca tegor ies  l i s t e d  
above, the  work program a l s o  included two spec ia l  sessions : the  Pr iva te  
Sector  pre-Independence Symposiun i n  S t .  Kitts and the  AID Donors Coordination 
Meeting . 

The "Pre-Independence Symposiun" i n  S t .  Kitts was designed i n  
col laborat ion with the l oca l  chamber f o r  t he  purpose of bringing together  
leaders  .in the  p r i v a t e  and public s ec to r s  t o  d i scuss  the  challenges 
confronting the  na t ion  upon achieving Independence. 

b) Performance : The "pre-Independence Symposium" was held i n  S t .  
Kitts on Ju ly  28-29. Public and p r iva t e  s ec to r  leaders  met with t h e  Prime 
Minister t o  d i scuss  a s t r a t egy  f o r  economic development. The AID Donor 
Coordination Meeting d id  not take place.  

2. Evaluation Commentary and Recommendations 

I n  discussions with CAIC memmr organizations,  t he  t r a in ing  program 
was universal ly  mentioned a s  being the  most tangible  evidence of CAICts impact 
i n  t he  region, espec ia l ly  i n  t h e  LDCs. When asked about the  r e s u l t s  of CIZIC1s 
program over t h e  pas t  2-3 years,  next t o  CAIC1s ro l e  i n  unifying t h e  p r iva t e  
sec tor  and es tab l i sh ing  i t s e l f  a s  a recognized, viable  spokesman, t r a in ing  was 
c i t ed  as the  most important accomplishment. The t ra in ing  program has  helped 
s o l i d i f y  CAIC1 s pos i t i on  among i t s  member organizations,  r ev i t a l i z ing  
long-standing, but vacuous business l inkages by providing a se rv ice  which 
responded, i n  l a r g e  p a r t ,  t o  needs expressed by the  m'embers organizat ions  
themselves. 

Given the  very ambitious work plan and the t ra in ing  department's 
l imited s ta f f  ( 2  professionals  and a secre ta ry) ,  t he  performance under t h i s  
coqonent  of the  grant  agreement has been qui te  impressive. Most of t h e  
a c t i v i t i e s  ca l l ed  f o r  i n  the  w r k  program were car r ied  out a s  planned and f o r  



- those a c t i v i t i e s  such a s  on-the-jab-training and small business programs, 
which d id  not meet projected leve ls ,  i t  appears t h a t  the  t ra in ing  department 
would have been ab le  t o  undertake them i f  cash flow problems and secondment of 
the  department head t o  membership dr ives  i n  the  l a t t e r  pa r t  of the  year had 
not intervened. 

As of the  December 1983 Summary of B i l l i n g ,  only th i r t y - s ix  percent 
of the  proposed programme budget f o r  t h i s  department had ac tua l ly  been spent. 
The department s programmes can be rank ordered by t h e i r  r e l a t i v e  share of 
ac tua l  expenditures ( B D S $ ~ ~ ,  858) : 

1. Training of Trainers  (34%) 
2. Assistance t o  Small Businessmen (33%) 
3. Top ,Management Programmes ( 14%) 
4. In-House o r  On-the-Job Training Programmes (8%) 
5. Special  Sessions (6%) 
6. Conference Travel (590) 

I 

a.  Needs Assessment 

An evaluation of the  e f fec t iveness  of these t ra in ing  e f f o r t s  was 
beyond the  scope of t h i s  evaluation. I t  was evident ,  however, t h a t  e f f o r t s  
were made t o  t a i l o r  t he  t r a in ing  program to iden t i f i ed  needs. I n  July-August, 
1981 a needs assessment was conducted by CAIC which included a questionnaire 
arid personal interviews of chamber executives and a l imited sampling of l oca l  
businessmen. The Microbusiness Study performed by Chris J u l l i a r d  and Gordon 
bforeau (1982) served as a key background document f o r  t he  Small Business 
Development Seminars. In  response t o  CAIC i n c p i r i e s  regarding loca l  t ra in ing  
needs, t he  St .  Kitts chamber ac tua l ly  hired its own consul tan ts  t o  conduct an 
assessment. The general  response t o  CAIC sess ions  among the  chambers surveyed 
f o r  t h i s  evaluat ion was very favorable. I t  d id  become apparent, however, t h a t  
the  t r a in ing  e f f o r t  could be g rea t ly  enhanced i f  it was s t ructured i n  a more 
focussed approach. This could be done by developing a concerted s t r a t egy  
based on updating the  needs assessment and more c lose ly  r e l a t i ng  it t o  t h e  
d iagnos t ic  work f o r  technical  ass is tance requirements present ly  being 
undertaken by the  technical  ass i s tance  department. Less re l iance  should be 
placed on l o c a l  chamber s t a f f s  t o  iden t i fy  needs. Local chambers including 
those with hired s t a f f ,  ne i the r  have the  time t o  spend doing the  necessary 
legwork nor a r e  they f ami l i a r  with the methodology necessary t o  r e a l i s t i c a l l y  
eva lua te  f i m - l e v e l  requirements. CAIC doesn' t have t h i s  capaci ty  e i t h e r  and 
thus  consideration should be given t o  using l o c a l  consul tants  t o  perform t h i s  
task.  This asses w e n t  should iden t i fy  t a r g e t s  t o  t he  degree possible  so t h a t  
evaluat ion of t ra in ing  program r e s u l t s  can be more e a s i l y  quantified.  

b. Recruitment of Par t ic ipants  

The recruitment of businessmen f o r  t r a in ing  courses should a l so  be 
b e t t e r  d i r ec t ed  so a s  t o  avoid widely varying educational backgrounds and 
l e v e l s  of job ski l ls /exper ience among pa r t i c ipan t s .  CAIC should reduce i ts 
r e l i ance  on advertisements of upcoming t r a in ing  sess ions  f o r  recruitment of 
p a r t i c i p a n t s  and focus instead on a more d i r e c t  l inkage t o  the  needs 
assessment. 



c. Overlap with Other Training Programmes 

The evaluation team also explored the appropriateness of continued 
CAIC involvement i n  training, given AID1s support of BIMAP and CARICDY and the 
existence of other ins t i tu t ions  which could perform t h i s  service (e.g., the 
University of the West Indies - UWI). The existence of o r  poss ib i l i t i e s  fo r  
creating a Business Administrat ion School a t  UWI was not investigated during 
the evaluation but should be pursued. With respect t o  B W ,  the Barbados 
Chamber of Commerce and the Manufac turers l  Association both indicated that  
CAIC1s training effor ts  were duplicative and that B W  was more appropriate 
f o r  t he i r  needs. However, they admitted th i s  was probably not the case fo r  
the LDCs. We learned that  B W  has designed a few training e f for t s  which 
include participation by businessmen'from the LDCs and CIDA has recently 
funded a p i l o t  small business development course. The scope of the new AID 
financed project with BIMAP a s  well as on-going BIMAP training programs need 
to  be assessed more carefully before judging the degree to  which CAIC programs 
would be duplicative. In St. Lucia, we learned that there has been overlap 
with CARICX34 training programs during the past year. CAIC and C4RICX)IiI both 
offered customer relations courses within a month of each other. 
Nevertheless, CAIC1s use of AID funds under its Regional Training project with 
CARICOM f o r  private sector training programs, did help t o  j o l t  CARICOM into 
act ivi ty a f t e r  a fa i r ly  long period of l i t t l e  or  no act ivi ty.  In order to  
avoid an overlap with these ins t i tu t ions ,  CAIC should concentrate its effor t  
on those training needs which can be dealt  with on a short-term, practical  and 
location-specif i c  basis. 

d. Role as Facili  tator/Coordinator 

The Pearson evaluation conducted in  March, 1982, recommended that 
CAIC avoid relying solely on in-house s t d f  fo r  i t s  training programs and 
adopt a role of f ac i l i t a to r  o r  coordinator, drawing more upon existing 
expertise outside of CAIC t o  conduct training sessions. Over the July 
1982-March 1984 period, CAIC1 s training department has made significant 
progress i n  th i s  area. Local consultants and resource people have been used 
on a number of occasions to  complement CAIC s taff .  Emphasis has also been 
placed on training trainers with mixed results.  For example, the t ra iners  
trained in  St.  Lucia were the executive secretary of the chamber and an 
employee of a local business, neither of whom has the time t o  take away from 
the i r  jobs t o  conduct training sessions on the i r  own. In general, it vas 
found that  the trainers required additional direction a s  well. The concept of 
training t ra iners  i s  an appealing one given the limited CAIC training staff .  
In practice however, the program should be reviewed carefully so as  to assure 
that  i ts objectives can be achieved. 

e. Interdepartmental Coordination 

As  mentioned previously, discussions with CAIC member organizations 
pointed t o  the need fo r  CAIC t o  more closely integrate i t s  act iv i t ies .  For 
t h i s  department, th i s  approach suggests an integration of training e f for t s  
with national private sector organizational development ef for ts .  The chamber 
management ins t i tu te  sponsored by C/CAA and the U.S. Chamber of Commerce held 
i n  St.  Croix in  May, 1983, was held i n  very high regard by those local chamber 



- members who attended. CAIC could respond t o  a def ini te  need i n  national 
organizations by providing chamber management advice. Suggest ions f o r  
approaches t o  be considered include the following : (a)  scholarships f o r  
chamber s taf f  (not Board members) t o  spend an internship period in selected 
U.S. or  regional chambers (St. Kitts mentioned a desire to  visit the Trinidad 
chamber, fo r  example). Reaction t o  similar scholarships funded by CIDA fo r  
v i s i t s  t o  Canadian chambers was very favorable; (b) CAIC could sponsor 
roundtable discussions of chamber s t a f f s  from the various countries t o  
exchange ideas on common problems; (c)  CAIC could c i rcula te  information on , 

what chamber strengthening ac t iv i t i es  were actually producing resul ts  so that  
other chambers could prof i t  from the experience; and (d) conduct chamber 
management courses and follow-up sessions along the l ine  o f .  the St .  Croix 
workshop . 

Related t o  the need fo r  CAIC training programs t o  incorporate an 
organization development thrust t o  chamber management, training e f fo r t s  should 
also t i e  in  more di rect ly  t o  the programs undertaken by the economic 
development and technical assistance department so a s  t o  present a package of 
services t o  member chambers, as discussed i n  the previous section, rather than 
a ser ies  of seemingly unrelated programmes, which i s  a common perception among 
the chambers visited. The CCUC training s ta f f  could perhaps more 
appropriately conduct orientation seminars fo r  national chamber s t a f f s  on the 
C4IC programs and how to  assess them. The rapport demonstrated t o  date by the 
training department indicates that  they can play a very important role in  
communicating the package approach t o  the national chambers and i n  
coordinating with other divisions i n  making the approach work. 

To summarize, the Training Department has been quite successful in 
meeting the goals of i t s  proposed work plan. However, the direct ion of t h i s  
work plan should be modified according t o  an updated, systematic needs 
assessment, with greater emphasis upon meeting the needs of the LDCs. To 
avoid a duplication of effort ,  CAIC must assess its comparative advantage i n  
delivering training relat ive to  that  of other inst i tut ions.  The emphasis upon 
CAIC as  a f a c i l i t a t o r  o r  coordinator of training programmes should continue. 
When designing the proposed budget and evaluating the programmes performed 
greater consideration should be given t o  the cost-effectiveness of the 
training programmes. Finally, coordination among the various departments i n  
providing and communicating a package approach t o  the national chambers should 
be emphasized. 



D. TE(3INICAL ASSISTANCE RESEAR(31 AND DATA 
~ILLEC~ION DEP-CTARD) 

The major goal of the TARD f o r  the period i n  question was "to 
enhance the effectiveness of business performance by providing technical 
assistance i n  areas such a s  production, marketing, management, communication 
and training". 

1. The Work Plan and Performance 

Substantial contribution t o  the goal was proposed by TARD via 
several specific ac t iv i t i es  (with percentages indicating the i r  re la t ive  s b r e  
of the proposed budget) :* 

a. Operation of Technical Assistance Fund (544) 
b. Regional Commodity Conferences, Seminars, Workshops (28%) 
c. Brokerage and Clearing House Function (not measurable) 
d. Roster of Consultants (not measurable) 
e. Informat ion Services ( 2%) 
f .  Market Research/Supply Demand Studies (0%) 
g. Coordination with Donor Agencies and Other Organizations (1%) 

The to ta l  amount of AID funds budgeted f o r  t h i s  department1 s 
programme costs, including the Technical Assistance Fund was BDS$378,457. 
TARD1s programme budget represented the largest amount o r  37% of CAIC1s 
AID-f inanced programme funds. 

a Thirteen percent was budgeted as uncommitted funds. 

a. Operation of Technical Assistance Fund (TAF) 

a) The Plan: To provide short-term immediate services t o  
small and medium sized businesses t o  meet specific needs in  relat ion t o  
product ion, management, marketing , technical training and commu,nicat ions, 
feas ib i l i ty  studies. and p i lo t  projects. Companies holding di rect  corporate 
membership in  CAIC w i l l  apply f o r  technical assistance under the Fund. Where 
the firm is not an existing corporate member of CAIC, it must undertake t o  
became a member within one month of receiving a v i s i t  under t h i s  scheme. 
Personnel will  be drawn from a CAIC Consultative s k i l l  bank comprising both 
regional and donor supplied expertise. A l l  recipients will pay a fixed 
minimum fee determined by the size of businesses. Consultancy assistance t o  
individuals and companies will be supplied a t  cost with repayment t o  bs 
determined on the basis of: 

. Size of enterprise . Employment created . Foreign exchange savings and earnings . Members ab i l i t y  t o  pay 

b) Performance: The recruitment of an Industrial Engineer i n  
May has si nificantly increased the level of ac t iv i ty  under t h i s  fund. By the 9 end of 198 , 84 companies had been contacted by CAIC. For ty4  ive repl ies  were 



received, of which 37 indicated a need fo r  technical assistance. Of those 
companies who qualified under the above c r i t e r i a  of the TAF, seven companies 
received d i rec t  assistance, while an additional two requests have been 
approved. Twenty-two more requests are bei processed. This group may be 
categorized under the following headings: 7 1 training internships f o r  which 
nine requests have been received, and 2 )  consulting services, f o r  which eleven 
requests have been received. 

Of these eleven requests, three were f rorn Guyana, on which 
USAID has put a temporary hold. Two of the eleven requests were proposed fo r  
collaboration with IESC. AID1  s delay i n  processing one of these requests 
resulted i n  the technical assistance no longer being needed, since the project 
was already on stream. This delay was due t o  the need t o  render a policy 
decision with respect t o  AID'S assumption of the local  share of the Einancial 
responsibi l i t ies  f o r  IESC services. A s  f o r  the other requests f o r  consulting 
services, TARD is actively searching fo r  the necessary expertise. 

The Industrial Engineer also visited 13 companies in  Belize 
during December, f o r  which follow-up action is presently being undertaken. 

b. Regional Commodity Conferences, Seminars, Workshops 

a) The Plan: To convene regional commodity conferences t o  
identify and discuss problems and opportunities within the industry/produc t 
group, t o  recommend specif ic  measures t o  deal with these problems and t o  
es tabl ish  appropriate mechanisms such a s  task forces t o  implement these 
measures. During the  July-December period, a c t i v i t i e s  were proposed i n  the 
following commodity in te res t  groups: 

. The Garment Industry . The Food Processing Industry . The Exporters of Fresh Produce 

b) Performance : Activity occurred i n  two of the three 
proposed areas. With respect t o  the Garment Industry, a Regional Garment 
Investigative Commission was.established i n  early 1983 by the  CARICOM Council 
of Ministers a s  the  resul t  of a workshop sponsored by CAIC i n  l a t e  1982. As a 
member of t h i s  Commission, the TARD programme manager made f i e l d  v i s i t s  t o  
Barbados, Trinidad, Guyana, Belize and Jamaica t o  test the recommendations 
submitted in  the July interim report among marufacturers, r e t a i l e r s ,  
consumers, trade unions and various governmental bodies. The f i na l  report 
wi l l  be submitted t o  CARICOM i n  July 1984. 

Further gaament industry ac t iv i ty  included a proposal f o r  a 
CARICOY Ins t i tu te  of Technology and Fashion, which emanated from a CAIC 
workshop held i n  July 1983. T.4R.D assisted the Regional Garment Task Force in  
convening a meeting with the Fashion Ins t i tu te  of New York during October to 
discuss the proposal f o r  the ins t i tu te .  A proposal f o r  the  f e a s ib i l i t y  study 
was submitted t o  USAID i n  December 1983. The study has been approved, the 
contract should soon be signed, and the consultants a r e  scheduled t o  arr ive on 
March 10. 



I n  response t o  the need f o r  t ra ined  sewing machine mechanics 
highlighted i n  t he  f i r s t  garment workshop, t he  Indus t r i a l  Engineer, i n  
col laborat ion with the Training Department, planned and implemented a seminar 
workshop on sewing machine maintenance and r e p a i r  f o r  seven companies from S t .  
K i t  ts-Nevis and Montserrat during December 1983. A regional  consultant 
conducted the  workshops, each of which was attended by 7-8 par t ic ipants .  

The second commodity group targeted by TARD was the food 
processing industry. The Regional Agro- Industry Task Force, which was 
established by the  CAIC/JMA Food Conference held i n  Jamaica on September 
12-16, 1983, had i t s  . f i r s t  meeting i n  Barbados on October 8, 1983. Four a reas  
f o r  p r i o r i t y  a t t en t ion  were ident i f  i d :  

- The CARICOM Rules of Or ig in  - Common protect ive po l icy  f o r  ag r i cu l tu re  and agro-industry - Licensing systems r e l a t ed  t o  int ra-regional  t rade - Finance f o r  and incent ives  t o  agro-industry 

Since the  Task Force did not have time t o  research and write up 
these proposals f o r  submission i n  January, CAIC has been requested t o  research 
and wri te  up the  d r a f t  reports.  The TARD programme manager v i s i t ed  e igh t  
t e r r i t o r i e s  during the t h i r d  week i n  January t o  interview food processors on 
the above issues.  The report  should be completed i n  mid-March. 

The meeting f o r  Exporters of Fresh Produce has been postponed 
u n t i l  April and has been expanded t o  include producers of Oils and Fats. 

c. Br0kerar.e and Clearing House Function 

a )  The Plan: To ident i fy  and match technical  ass i s tance  needs 
and ava i lab le  resources on an on-going basis .  These needs would be met from 
resources of CAIC o r  other  regional and in t e rna t iona l  programmes, such a s  IESC 
and the Technology and Energy Unit (TEU) of t h e  CDB. 

b) Performance: Act ivi ty  i n  t h i s  a rea  has not been recorded 
on a systematic bas i s ,  except f o r  those requests  mentioned under the  TAF. 
However, at  l e a s t  f o r t y  requests were informally fowarded by t h e  TARD t o  t he  
TEU. While there  has  been no follow-up on the  r e f e r r a l s ,  the  s t a f f  is 
informally aware of a t  l e a s t  f i v e  instances  of CDB technica l  ass i s tance  
resul t ing from the r e f e r r a l s .  

d. Roster of Consultants 

a )  The Plan: To catalogue regional and in te rna t iona l  
consultants according t o  country of o r ig in  and area of exper t ise .  Through 
t h i s  consul ta t ive  s k i l l  bank, CAIC would broker technica l  ass i s tance  t o  small 
and medium-sized businesses. 

b) Performance: While the  s i z e  of t he  s k i l l  bank f i l e  
continues t o  grow as CAIC becomes b e t t e r  known throughout t he  area,  the bank 
has been r e l a t i v e l y  dormant i n  terms of use. Plans t o  cont inual ly  update the  
s k i l l  bank through feedback from c l i e n t s  i n  terms of recording observations 



regarding the quality of services fo r  future users and eliminating poor 
performers from the Bank have yet t o  be realized. More eff ic ient  management 
of the s k i l l  bank w i l l  be necessary in order t o  respond t o  the recent 
acceleration in  assistance requests. 

Informat ion Services 

a) The Plan: To respond t o  requests fo r  technical data and 
information, such a s  appropriate technology, supply and production processes, 
packaging, standards, research and development, storage, marketing , 
advertising, sales and country access conditions. Data would be collected 
through the acquisition of technical and trade journals, through commodity 
workshops f o r  specific product groups and through part icipation in trade and 
technology f a i r s  and exhibitions. Technical informat ion would be disseminated 
through the CGIC newsletter o r  d i rect  mailings a s  well a s  through technical 
bullet ins which would occasionally be published by the department. The TARD 
also planned to  work closely with the proposed ITC/CAIC Trade Information 
Service f o r  the private sector. 

b) Performance: This TARD service has been provided on an 
informal basis. Data has been collected on specific commodity groups and 
disseminbted on a request basis. L i t t l e  formal documentation has been 
maintained regarding the delivery of these services. The Industrial Engineer 
did report that he has received requests f o r  technical information during his  
diagnostic visits, which have been promptly processed. Approximately three 
requests f o r  technical information are received and responded t o  each week and 
three d i rec t  mailings of technical information have been made each month t o  
CAIC a f f i l i a t e s  and the i r  membership. 

No specific technical bullet ins were produced. Four a r t i c l e s  
have been published in  the CAIC Newsletter "Calling the Caribbeantt regarding 
the services of TARD and providing specific technical information. The 
department questions whether t h i s  quarterly publication provides the most 
ef f ic ient  commmcat ion mediun. 

No mention was made of the departmentt s use of the ITC Trade 
Informat ion Services. 

f . Market Research/Supply Demand Studies 

a) The Plan: To cooperate with the Economic Development 
Department i n  conducting market research and supply/demand surveys. 

b) Performance: In response t o  membership requests f o r  data, 
special investigations and analysis, TARD has referred a t  leas t  ten requests 
during the l a s t  year t o  appropriate agencies o r  information sources, e.g., a, 
Jamaican request f o r  an analysis of the white potato market potential in  the 
Eastern Caribbean was forwarded t o  the CARIm Secretariat  f o r  consideration. 



g. Coordination with Donor Agencies and Other Organizations 

a )  The Plan: To convene an aid  donors coordination meeting i n  
order t o  i den t i fy  programmes of technical  cooperation. This department a l s o  
planned t o  a t tend regional meetings involved i n  pol icy determination. - - 

b) Performance: As mentioned previously, t h e  AID Donor 
Coordination Meeting was not convened. Plans t o  develop an Indus t r i a l  
Cooperation Expert Programme ( ICEP) with the Centre f o r  Indus t r i a l  
Development, whereby one o r  two Indus t r i a l  Engineers would be attached t o  CAIC 
f o r  the  purpose of undertaking s p e c i f i c  in-plant assignments f o r  shor t  
periods,  have ye t  t o  be rea l ized ,  

A s  noted previously,  a considerable amount of the TARD 
Programme Manager's time has been spent providing l i a i s o n  a t t en t ion  between 
CAIC and o the r  nat ional ,  regional  and in te rna t iona l  i n s t i t u t i o n s  on matters 
r e l a t i ng  t o  technical  ass i s tance ,  The TARD manager regular ly  represents  CAIC 
on task  forces ,  i n  seminars and a t  conferences. CAIC representat ion on the  
Garment Comnission and t h e  Agro-Industry Task Force has required f i e l d  t r i p s  
t o  several  countr ies  and attendance at  various meetings. 

2. Evaluation Commentary and Recommendations 

This department s performance i n  meeting its l a t e s t  work plan has 
shown subs t an t i a l  improvement over the  previous period. Nevertheless, the  
a c t i v i t i e s  proposed i n  t he  Ju ly  1983-March 1984 period once again overstated 
the c a p a b i l i t i e s  of t h i s  department. The improved perception of hind s igh t  
leaves l i t t l e  room f o r  doubt t h a t  any two of the  seven projected a c t i v i t y  
categories  would have been s u f f i c i e n t  work f o r  t h i s  department. 

Feedback from na t iona l  l e v e l  leadership i n  August re f lec ted  a t  once 
a general  l ack  of understanding of TARD purpose and d i s s a t i s f a c t i o n  with 
performance. With the  increase i n  TAF a c t i v i t y ,  it is l i k e l y  t h a t  the  
perception of TARD by the  l o c a l  p r i v a t e  sec tor  bodies may have improved. 

a. Technical Assistance 

While no contact  was made by the P h e l p s h e a l  team with any of 
the businessmen who received technica l  ass i s tance  through CAIC, they did note 
i n  t h e i r  August interviews t h a t  many nat ional  organization leaders  found TARD 
a c t i v i t i e s  t o  be a nuisance r a t h e r  than an a s s i s t .  The questionnaire 
processing f o r  TA requests placed an  unwanted addi t ional  burden on t h e i r  time 
and they general ly  f e l t  unqualified t o  e f f i c i e n t l y  understand and transmit 
requests f o r  TA from t h e i r  membership t o  TARD. 

As  of the  December 1983 Summary of B i l l i ng ,  only th ree  percent 
of t he  proposed programme budget f o r  t h i s  department had ac tua l ly  been spent. 
The department1 s programmes can be rank ordered by t h e i r  r e l a t i v e  share of 
actual  expenditures ($12,205) : 

1. Regional Commodity Conferences, Seminars and Workshop ( 52%) 
2. Technical Assistance (48%) 



The national organizations have not been interviewed since the 
Engineer's ar r ival .  However, the accelerated level of TA since his  arr ival  i s  
assumed to have improved the perception of national organizations of TARD 
performance. As PhelpsDeale observed, "the staff engineer was an important 
missing ingredientu. 

Despite progress in the ut i l iza t ion of the TAF, the manaaement 
of the TA function st ill needs t o  be improved. The maintenance of records, 
processing of requests, management of referrals ,  follow-up and evaluations are 
currently handled on a relat ively informal basis. Serious development of 
CAIC's TA capabi l i t ies  w i l l  require formal, ef f ic ient  management of each of 
these processes. In addition t o  his  diagnostic work and direct.TA provision, 
the staff engineer should also assume responsibility fo r  the day-to-day 
management of the TA-related services. 

b. Seminars, Workshops and Conferences 

Reaction t o  the Garment Industry Seminar and Food Processing 
Industry Conference has been generally positive. While some d i f f i cu l ty  i n  
recruiting attendees t o  the former seminar was reported, both ac t iv i t i es  
appear t o  have been successful. Thus, CAIC1 s reputat ion f o r  organizing events 
has been strengthened. 

The evaluation team had limited opportunity t o  assess the 
perceptions of the Garment Industry Seminar within the respective industries. 
National organization leaders are generally pleased with feedback from thei r  
membership, and keen in teres t  has been demonstrated i n  the extensive follow-up 
activi ty which had been generated by the seminar. No assessment could be made 
of the Food Processing Conference due t o  the time and travel  constraints 
mentioned in the introduction. 

The TARD programme manager devotes a large proportion of h i s  
time not only t o  the planning and implementation of these conferences, but 
also t o  the follow-up ac t i v i t i e s  and research emanating from them. The 
Executive Director argues the need fo r  a structural  approach t o  solving the 
problems - ins t i tu t ional ,  marketing , financial o r  technical - which are 
inh ib i t iw the development of a specif ic  sub-sector and lend themselves to  a 
regional approach. The process so f a r  has been t o  convene a conference, 
establish an investigative emission, organize a Task Force and prepare a 
report with recommendations f o r  submission to the CARICOM Council of 
Ministers. In the case of the Food Processing Task Force, the private sector 
individual did not have time t o  conduct the necessary research and write the 
draf t  report. Consequently, the Chairman of the Task Force asked CAIC to  
perForm the necessary work and prepare the draf t  reports. While the 
demonstration effect  of a working model may just ify TARD1s role a s  the Task 
Force1 s "think- tank1', future considerat ion should be given t o  greater  
assumption of follow through responsibility on the part of the Task Force. 
Futhemore, once a structure has been established, a s  in  the case of the 
proposed CARICOM Ins t i tu te  of Technology and Fashion, CAIC should attempt t o  
measure the efficacy of its role in  t h i s  regional problem-solving exercise, 
especially as  i t  re la tes  t o  the national private sector bodies. 



c. Informat ion Services 

As i n  the case of technical assistance, t h i s  TARD service has 
been performed on an informal basis. There has been l i t t l e  documentation of 
ac t iv i ty  and no part icular  strategy has been followed. Only during an 
interview with TARD staff did it  occur t o  them that  the provision of 
information i n  response to  ttdrop-intt visits or  telephone c a l l s  consumed a 
significant proportion of two TARD staff  memberst time. Compiling l is ts  of . 
exporters o r  area manufacturers as  well' a s  providing de t a i l s  on such matters 
a s  m l e s  of origins employed approximately 50% of t he i r  time, 

The provision of technical inEormation is an important and 
appropriate CAIC service. Whether or  not it is an appropriate function of the 
TARD is a reasonable question. Such a function might be placed within a 
centralized information service associated with e i ther  the CBIN or  the C9IC 
library. In any case, the provision of information services should be bet ter  
planned, c lear ly  documented and assesssd on a frequent basis i n  order to 
determine its effectiveness and i t s  ab i l i t y  t o  provide important inputs into 
the planning oE other CAIC operations such a s  training. 

Interviews with national organization leaders revealed an 
inabi l i ty  t o  d i f ferent ia te  information services from other TARD activi t ies.  
Thus, assessment of the effectiveness of these services, though deemed 
desirable, would require a more detailed analysis. 

To summarize, the TARD department has substantially improved 
i t s  ab i l i t y  t o  service the needs of the local private sector bodies. The TAF , 

has become operational and is responding t o  requests f o r  technical assistance, 
although its management function needs t o  be improved. A Garment Industry 
Investigative Commission has been established and a feas ib i l i ty  study fo r  a 
CARICOM Ins t i t u t e  of Technology and Fashion, proposed by the Conmission, w i l l  
soon be undertaken. Finally, a Regional Agro-Industry Task Force has been 
established. The demonstration effect  of the working model developed by these 
workshops and conferences remain t o  be seen. 



E. ECONOMIC DEVELOPMENT DEPAR'ITGNT 

The major emphasis of the Economic Development Department is the 
promotion of increased trade and investment. Assistiq national private 
sector bodies in  the process of project identif icat ion as  well a s  developing a 
private sector de,veloprmnt/merchant banking f a c i l i t y  were considered the 
departmental p r io r i t i es .  

1, The Work Plan and Performance - 

The following ac t i v i t i e s  were .proposed fo r  the July 1983-March 
1984 period (with percentages indicating the i r  relat ive share of the proposed 
budget) :* 

a. Caribbean Basin Informat ion Network (25%) 
b. Investment Promotion and Industry A t  t ract ion (30%) 
c. Micro-business Development ( 5%) 
d. Studies (6%) 
e ,  Attendance n"L1COM Meetings (2%) 
f . Aid Donors Coordination Meeting ( 3% ) 
g . Caribbean Group fo r  Cooperat ion in  Economic Development ( CGCED) 

Meeting (1%) 

The t o t a l  amount of AID funds allocated to  th i s  department's 
programme costs during thif period was ~D~$124,441. 

* Uncommitted funds accounted f o r  26 percent of the proposed budget. 

1. Caribbean Basin Information Network (CBIN) 

a) The Plan: To accelerate information gathering f o r  input into 
the data base, t o  market CBIN and t o  collaborate with the International Trade 
Centre (ITC) i n  developing a regional Trade Information Service (TIS). During 
th i s  workplan period, information on available opportunities in  existing 
businesses was t o  be gathered from the CDB/ITC Supply Ca ab i l i t y  Study. 
Commercial banks, Development Finance Corporations (DFCs ! and Industrial 
Development Gxporat ions ( IDCs) would also provide informat ion on potential 
entrepreneurs. To market the CBIN, the EDD planned t o  have a brochure 
prepared by a professional pr in ter  and t o  develop a f i f  teen-minute documentary 
film. Finally, the department planned to  attend a meeting on establishing a 
regional TIS, i n  collaboration with the International Trade Centre ( ITC) , 
which would serve t o  strengthen the aIN. 

b) Performance: The Phelps/Deal evaluation noted in  August that 
no use had been made of the CBIN in  the time since the terminal becane 
opemtional in April, 1983. The machine broke down in  August and a terminal 
witbut  memory was then obtained. The increased transmission costs  resulting 
fruin the lack of memory have severely curtailed the use of t h i s  machine fo r  
the transmission of data. Nevertheless, the EDD, has recently gained access 
t o  the CDB/ITC Supply Capability Study, which has enabled it to  input 
profi les fo r  eighty-eight companies m t h  export potential into the CBI . 
new s taff  member has been hired for  t h i s  purpose. 

Rr0jTt 



The f i r s t  rough edi t  of a proposed fifteen-minute documentary film 
was shown t o  the CBIN Management Comnittee a t  the M i a m i  Conference in l a t e  
November. According t o  the department head, the film is baing refined and 
w i l l  be released t h i s  month. Since AID was urgently requested t o  provide 
funds f o r  the production of the film i n  time fo r  i t s  release a t  the Miami 
Conference, the fact  that i t  was not ready in f i na l  form is  signif icant ,  even 
though the film is said to have future applicati.ons. 

The proposal fo r  establishing a regional TIS was included in the 
agendii of a two day CARICOM meeting of Senior Off ic ia ls  on Export Promot ion in  
Jamaica. CAIC has yet to  gain access t o  the ITC/TIS Data Base. 

2. Investment Promotion and Industry Attraction 

a) The Plan: To a t t rac t  new industry and promote non-traditional 
exports. In pursuit of these objectives, the following in i t i a t ives  were 
proposed : the Joint Venture Workshop, the C/CAA M i a m i  Conference, assistance 
to  the Caribbean Manufacturers1 Council (QIIC) and attendance a t  the Regional 
Food Processing Industry Workshop. The objective of the Joint Venture 
Workshop, organised by the U.S. Chamber of Commerce and the Caribbeana 
Council, was to  bring a cross-section of entrepreneurs from the Eastern 
Caribbean in to  contact with potential U.S. joint venture partners. Practical 
investment and marketing opportunities with the potential fo r  joint venture 
collaboration would be the focus of the C/CAA M i a m i  Conference. 

Following the May 1983 meeting fo r  regional manufacturers, 
co-sponsored by CAIC and the CARICOM Secretariat ,  the QciC was formed within 
CAIC to  deal on an ongoing basis with issues crucial t o  the regional 
manufacturing sector. The EDD planned t o  attend a follow-up meeting of the 
Q4C and t o  conduct research on one of the issues identified in the original 
meeting. 

Attendance a t  the Food Processing Workshop was requested in  order 
t o  ensure the success of the programme, t o  act a s  a rapporteur and t o  
strengthen EDD1s ab i l i ty  t o  support business development e f for t s  in  the food 
industry. 

b) Performance: The EDD sponsored eight par t ic i  ants from the 
Eastern Caribbean - St. Lucia (31, St.  Kitts (2),  Ant.igua (2 7 , and Dominica 
(1) - t o  the Joint Venture Workshop held in  Washington i z  l a t e  October. 
Twelve project profi les were prepared fo r  the Workshop. Visits were made t o  
St.  Lucia, Dominica, and St.  Kitts t o  ass i s t  in  the preparation of some of 
these profi les.  

The EDD also sponsored ten entrepreneurs - two each from Dominica, 
St .  Lucia, Montserrat and St .  Vincent and one each from Antigua and Nevis - to  
the C / W  Conference held i n  M i a m i  in  l a t e  November. Staff members visited 
Montserrat, Dominica and St .  Vincent in early November to  a s i s t  in  the 
preparation of project profiles.  

Most of the funds allocated fo r  the OfC were not used since the 
meeting which was t o  be held i n  Trinidad and Tobago was cancelled. However, a 
meeting was held a t  CAIC i n  January. 



The EDD Programlne Manager attended the Regional Food Industry 
Workshop organized by the TARD and served a s  a rapporteur fo r  a discussion of 
Rules of Origin. 

3. biicro-business Development 

a)  The Plan: To attend a workshop a t  Iluliafs Centre f o r  
Entrepreneurial Development (CEDI on developing entrepreneurial talent .  The 
Programme Manager hoped t h a t ,  a strategy for  incorporating an 
"entrepreneurial-creat ing thrust" in to  CAIC1 s ac t iv i t i es  would emerge from the 
works hop. 

b) Performance: The Programme Manager attended the twelve day '  
Conference along with 24 other participants and 4 observers from 13 
countries. According to  Programme Manager's report, the workshop was geared 
to inform participants of the CED1s experience since i t s  establishment i n  
1970. In addit ion to  classroom lectures, the participants visited support 
ins t i tu t ions  as  well as  several entrepreneurs who had been di rect  
beneficiaries of the CED progam. No information on the course content was 
provided in  the report. 

The strategy fo r  promoting entrepreneurial development in  the 
Caribbean will be submitted i n  the next work plan and w i l l  begin with a 
workshop t o  sensitize key decisionmakers in  the public and private sectors t o  
the issues of entrepreneurial development. 

4. Studies 

a) The Plan: The EDD proposed to  undertake several specific 
s t d i e s  during the July 1983-March 1984 period. They were t o  include the 
following areas : 

Levels of Taxation i n  CARICOM Countries; and 
Price Control Policies in  Antigua 

b) Performance : 

Levels of Taxation i n  CARICOM Countries/Price Control Policies in  
Antigua: Both research projects have not been completed. 

Other studies not proposed in the work plan have been undertaken. 
The department completed a repoft ent i t led:  ~ a t t h s  of Trade In C4RICOIY - 
1979-83). This report formed the basis  for  part  of the submission by the 
Executive Director t o  the Council of Ministers1 meeting i n  January 1984 i n  
Guyana. The department also prepared the following paper f o r  submission t o  
that meeting: "A Preliminary Proposal fo r  a Formalized Counter-trade Regime 
in C4RICOM". 

5. Attendance a t  CARICOM Meetines 

a) The Plan: To a t terd  policy formulation meet inus in  various 
CARICCM te r r i t o r i e s  with senior public sector technicians.  fie meetings would 
address one or  more of the following issues : 



Rules of Origin 
Comnon External Tariff 
Common Protection Policy 
Regional Industrial Programing 
Harmonisation of Fiscal Incentives 

b) The meeting was attended and papers were presented, a s  
mentioned in  the previous section. A background paper on the CBIN was also * 

submitted in  response to  a request by the CARICOM Secretariat.  

6. Aid Donors Coordination Meeting 

a)  The Plan: To i n i t i a t e  a process whereby CAIC can become more 
involved i n  the coordination of external assistance flows t o  the regional 
private sector. 

b) Performance: As noted previously, t h i s  meeting did not occur. 

7. Caribbean Group fo r  Cooperation i n  Economic 
Development ( C G ~  

a) The Plan: To attend the annual CGCEO meeting held i n  
Washing ton i n  December. 

b) Performance : The EDD Programme Manager, along with the 
Executive Director, attended th i s  meeting i n  February. 

B. Evaluation Commentary and Recornmendat i ons 

The Phelps/Dealfs.evaluation i n  August noted that  progress under 
t h i s  component of the grant was considerably l e s s  than planned due t o  work 
permits problem encountered by the person recruited f o r  the staff  assistant  
position. The position was f ina l ly  f i l l e d  in  November 1983. Nevertheless, it 
is still d i f f i cu l t  to  measure the tangible outputs of the EDD1s work in  t e n s  
of achieving the departmental objectives of increased trade and investment. 
Research has been conducted on a limited number of themes and conferences have 
been attended. Yet, there has been no attempt t o  systematically track and 
record the results  of the EDD's investment promotion act iv i t ies .  

As of the December 1983 bil l ing,  f i f  ty-nine percent of the proposed 
programme budget fo r  t h i s  department had actually been spent. The 
department's programe can be rank ordered by the i r  relat ive share of actual 
expenditures (BOS $74,075) : 

a) Investment Promotion and Industry Attraction (61%) 
b) CBIN (23%) 
c) Micro-business development (11%) 
d) Studies (3%) 
e) A t  tendance a t  CARIm Meetings ( 2%) 



CBIN/Invest~nent Promot ion 

,The CBIN needs t o  be defined much more precisely in terms of 
CAICt s overall strategy. I t s  u t i l i t y  and cost effectiveness are very 
unclear. To date, CAICts involvement with the CBIN has shown no evidence of 
i t s  usefulness as  a tool fo r  responding to  identified needs. The CBIN does 
not represent interesting opportunities for  fac i l i t a t ing  export development 
and investment attraction. 

CAIC has thus f a r  shown very l i t t l e  i n i t i a t i ve  i n  taking advantage 
of existing project identif icat ion e f for t s  (e.g. PDAP, CPDF, IDCs) fo r  
inputting into the CBIN, although it has undertaken some promotion e f for t s  of 
i t s  own to  identify opportunities. The advantages CdIN offers CAIC with 
respect to trade and investment information linkages to  the U.S. and Canadian 
business communities serve t o  enhance i ts  role a s  facilitator/coordinator of 
investment promotion ac t iv i t i es .  In order t o  fu l ly  service i ts  member 
organizations, CAIC should rely on those organizations whose time and 
resources are completely devoted t o  the task of identifying projects a t  the 
micro level. This collaboration would allow CAIC t o  maximize the use of i ts 
l i m i t e d  financial and staff  resources. 

The CBINt s Control Data DEVELOP data base also offers a wealth of 
production technology information. To date, however, no assessment has been 
attempted to determine whether the CBIN technology data bases are responsive 
t o  the information needs of the region and whether they represent a cost 
effect ive alternative t o  other data sources. 

The Investment Promot ion/CBIN ac t iv i t i e s  of the EDD represented 84% 
of the actual programme expenditures fo r  t h i s  department. Although the EDD 
sponsored a t o t a l  of eighteen local entrepreneurs a t  two investment promotion 
workshops/conferences fo r  which twenty-two project profi les were prepared, 
there has been no systematic follow-up on the outcome of these ac t iv i t i es .  
Without information on the specif ic ,  immediate results--new jobs, new export 
orders, a new joint venture--generated by these ac t iv i t i es ,  it is impossible 
t o  judge the i r  efficacy. In considering its future  financial 
self-sufficiency, CAIC should assess its investment promotion ac t i v i t i e s  
carefully and determine whether the costs of the present approach, especially 
a s  it relates t o  the CBIN, outweigh the perceived benefits. 

2. Research 

I t  appears that  a major portion of CAIC s taf f  time is devoted 
to  t h i s  research. While t h i s  is  an important function of CAIC and has 
received the f u l l  endorsement of the local chambers and manufacturers 
associations visited, time devoted t o  it has detracted significantly from 
other important functions of the EDD, such as  export promotion, investment 
a t t rac t ion and small business development. Furthermo~;, the research proposed 
has not been completed and studies not proposed in  the work plan have been 
undertaken. The Programme Manager explained tha t  the l a t t e r  studies deal t  
with issues that  should have been addressed by the CARIIXlM Secretariat. Since 
the l a t t e r  organization has not sought the involvement. of the private sector 
i n  conducting a review of the issues, the CAIC has tagken the in i t i a t ive .  



While it is commendable that  CAIC has taken the in i t i a t ive  in  researching and 
presenting the private sector perspective on important policy issues, CAIC 
should, nevertheless, assess the extent to  which t h i s  research responds to the 
needs and requests of i ts  member organizations. 

According to Phelps/Deal, the Barbados Manufacturers 
Association requested that  CAIC carry out an analysis of the Barbados national 
budget. CAIC never responded to  th i s  request positively or  negatively. While 
CAIC cannot be expected t o  respond t o  every request f o r  research i t  receives, 
those studies that are undertaken should be based upon a consensus of CAICt s 
members concerning the p r io r i ty  issues to be addressed. It is important that 
member organizations have a voice i n  deciding CAIC1s program agenda and that 
it not be seen a s  a decision of the executive di rector  o r  a few influential  
Board directors. More frequent Board meetings could help dispel  the notion 
that member chambers and associations are not being consulted concerning 
research topics and other CAIC program act iv i t ies .  In order t o  be more 
responsive t o  requests fo r  research from member organizations, CAIC should 
consider contracting out f o r  data collection and analysis, thus relying less  
on in-house staff  t o  perform these tasks. 

3. Role of EDD 

Interviews conducted by Phelps/Deal i n  August 1983 with 
national level private sector organizations revealed an almost t o t a l  Pack of 
understanding of the role of CAICt s EDD. Chamber representatives were aware 
of CAIC research papers presented a t  various symposiums, but few were familiar 
with CAIC outreach ac t i v i t i e s  in  the area of economic development per se. - 
CAIC should seriously reconsider i t 5  economic development strategy. 
Structurally, CAIC may be bet ter  off creating a separate research division 
which would incorporate the research ac t iv i t i es  of both EDD and TARD in  order 
to reduce an overlap of duties and responsibilit ies.  

4. Interdepartmental Coordination 

Economic development ac t i v i t i e s  should become an integral part 
of the tlpackage" approach t o  national level private sector organizational 
development discussed in  the recommendat ions f o r  the Organizational Affairs 
and Training Departments. CAIC can a s s i s t  national business organizations i n  
locating joint venture partners and promoting ex tra-regional exports through 
coordination with PDQ, CPDF, CBIN, OPIC, etc. Furthermore, i t  can help 
organize trade missions t o  and from the region, a s s i s t  local  private secotr 
organizations in  making presentat ions a t  international events, help broker 
assistance from such groups as  CALA and C/W, ass i s t  with f e e d b ~ k  to  the CDB 
in  order t o  e x p d i t e , i t s  processing of more loans fo r  factory shel l  
construction, etc. In addition t o  these areas, the EDD should also develop a 
capacity t o  advise local chambers on how to  s e t  up the i r  own economic 
development departments and undertake programs which will i m ~ a c t  on revenue 
generation f o r  the chambers. I t  is worth repeating that these areas should be 
addressed joint ly with other CAIC programs a t  the national level  and not in  an 
isolated fashion. 

To summarize, the EDD must reassess i ts strategy, especially as  it 
relates to investment promotion. In order to evaluate the efficacy of i t s  



act ions ,  the  department should t rack and measure the r e s u l t s  of its investment 
promotion a c t i v i t i e s .  The benef i t s  derived from the  research condilc ted and 
the va r i e ty  of meetingdconferences a t  tended should be more d i r e c t l y  re la ted  
and communicated t o  CAIC's member organizations.  F ina l ly ,  t he  EDD should make 
a concerted e f f o r t  t o  coordinate its a c t i v i t i e s  with C41Cts o ther  departments 
i n  order  t o  provide an integrated "packaget1 of se rv ices  t o  CAICf s membership. 



IV. CAIC MANAGBENT 

The March 1982 Pearson evaluation offered extensive observations regarding 
internal CAIC management. In  addition to  noting the substantial progress that  
AID has realized i n  the development of the programs of each CAIC component, 
Pearson cited several problems in the areas of s taff  and f i sca l  management. 
While t h i s  evaluation has not attempted an in-depth analysis of s ta f f  
management, interviews with the staff reveal considerable improvement in  
several of the assessed management weaknesses. 

A. STRATEG I C PLANNING 

Since the Pearson evaluation, Mr. Thompson has further developed the 
sense of overall CAIC direct ion and i t s  application to each of the program 
components. These strategic developments are documented in,  among ohter 
places, an August 1982 communication t o  USAID on the rationale and 
underpinnings fo r  CAIC work programs, and the individual division work plans 
for  July 1982 - June 1983 and July 1983 - March 1984. 

Now, a f t e r  more than a year and a half of attempting to  implement the 
divisional work plans, there have appeared many maknesses in  the application 
of overall strategy t o  programming. Some of these weaknesses have been 
observed during t h i s  evaluation and are treated i n  i t s  recommendations. 
Others wil l  become apparent during future months of operation. 

Obvious effor t ,  however, has been invested in a s t ra tegic  planning 
process. While considerably more (and better  informed) e f for t  is necessary, 
the foundations for  program planning and budgeting have been laid.  

Also, as  noted by Pearson, numerous deficiencies have existed in  the 
AID-CAIC f i sca l  management relationship. This si tuat ion appears t o  have 
improved. Project maturity, funding from other local  and international 
sources and simple t r i a l  and error  have enabled the budgeting, vouchering, 
reimbursement and f i s ca l  reporting processes t o  operate a t  a level of 
efficiency only s l ight ly  lower than normal. 

To date, f i s ca l  misunderstandings continue t o  exist between AID and 
CAIC. In mid-1983, an issue regarding allowable application of AID funds fo r  
CAIC overhead was raised t o  a level of managerial discomfort. The problem 
seems t o  have developed from an original lack of unlerstanding regarding AID 
policies and less-than-ideal AID-CAIC communications - a natural result  of 
overburdened AID and CAIC management s taf f .  The si tuation has improved in  
recent months. The arr ival  of an A I D  Private Sector Officer i n  August and the 
subsequent growth in communications between the two urganizations, aided by 
the timely submission sf work plans, budgets, and progress reports, should 
help t o  avert future misunderstardings and t o  provide a conducive environment 
f o r  a productive rapport. 

The creation of a CAIC Assistant Director f o r  Administrat ion position 
is recommended a s  a result  of t h i s  evaluation i n  order t o  provide the 
necessary day-to-day, inside manageri a1 a t  tent ion which would f a c i l i t a t e  
AID-CAIC communications ard coordination. 



C. CAIC/AID RELATIONS 

As mentioned in the previous section, the relationship between AID 
and CAIC has not been optimal. CAICt s delay i n  submitting the requested work 
plans and AID1 s delay in  processing certain C4IC requests represent two 
examples of the problems which have plagued successful project 
implementation. While both the AID and C4IC management s taf f  are overburdened 
with work, pr ior i ty  must be given to both improving the request turnaround and 
maintaining a systematic flow of communication between the two organizations 
in  order t o  avoid future delays and misunderstardings. While the CAIC/AID 
relationship appears t o  have improved in recent months, the two par t ies  should 
nevertheless consider the possiblity of convening periodic meetings to ensure 
continued communications. 

D. STAFF COORDINATION 

The serious lack of coordination among senior s taf f  which was 
observed by Pearson has clearly improved. While s t i l l  suffering from 
day-to-day coordination breakdowns, each division appears t o  be aware of the 
ac t iv i t i es  and responsibilit ies of the others. Several CAIC ac t i v i t i e s  
(notably the Garment Industry Seminar of October 1982) have involved the 
effort  of a l l  divisions, and while assignment overlaps and effor t  duplication 
were evident, the divisions seem t o  work reasonably well together. 

The improved intra-staff coordination and communication is not, 
however, apparent a t  the national organization level. The impression of 
ef for t  duplication among CAIC divisions was commonly manifest throughout the 
evaluation interviews - as  was general confusion regarding CAIC s taf f  
responsibil i t ies ,  requests fo r  information and offerings of CAIC services. 

These impressions have contributed t o  a tendency a t  the nationai 
levels t o  f ee l  that CAIC is overstaffed and/or spread out i n  too many 
directions. h%etbw o r  not these observations are accurate, they do not do 
justice t o  the level of effort  which CAIC has devoted t o  its act iv i t ies .  An 
integrated approach t o  project planning and implementation, a s  suggested by 
the l1packageW delivery of CAIC' s services mentioned previously in  th i s  I 

evaluation, would address t h i s  perceived - or  perhaps real  - lack of 
coordinaiion. Furthermore, t h i s  approach would allow a f u l l e r  and more 
eff ic ient  u t i l i za t ion  of CAIC services by national a f f i l i a t e s  a s  well as a 
bet ter  appreciation of CAIC1s value by its a f f i l i a tes .  

E. STAFF MORALE 

There appears t o  be a substantial degree of s taf f  sat isfact ion with 
CAIC internal management. There was no evidence that s taff  professionals feel  
as  i f  they are  "second c lass  citizens", as  was observed by Pearson, and no 
significant s taff  morale problems are. currently apparent. 

Differences of opinion with some CAIC management posi t  ions were 
openly shared by staff during evaluation interviews. The manager of the 
Technical Assistance Division, fo r  example, understandably f e e l s  that CAIC 
should be staffed with two o r  three additional engineers i n  order to  more 



ef f i c i en t ly  generate and respond t o  requests f o r  technical assistance. In 
discussions with Mr. Thompson, it became c l e a r  tha t  he is both aware and 
respectful of the division manager1 s position. Such differences of opinion 
are to  be expected i n  any organization and w i l l ,  from time t o  time, result i n  
occasional frt :stration f o r  s t a f f  a t  a l l  levels; the "sense of being cut out of 
the action1' which was observed by Pearson over a year ago, however, i s  less 
apparent. 

The recommendations of fercd as a result of t h i s  evaluation will 
support Pearson's suggestion that  a posi t ion of Deputy Director be 
established. While t h i s  recommendation is not based on a need f o r  improvement 
i n  s taff  morale, the creat ion of such a position could fu r the r  improve 
inter-s taf  f communication and reduce potent ial  f o r  the development of morale 
d i f f i cu l t i e s .  

FINANCIA& VIABILITY 

1. Overall Financial S ta tus  

According t o  the most recent auditors1 report fof%he period 
emling June 30, 1983, CAIC1s t o t a l  revenue was BDS$750,389, while t o t a l  
expenditures were BDS$880,382. Thus, there was a general fund deficiency of 
~DS$129,993, a s  compared t o  a surplus of ~DS$5,466 f o r  the previous year. In 
terms of working cap i t a l ,  CAIC went from a surplus of BDS$19,331 o r  5% of 
t o t a l  revenue i n  August 31, 1981 t o  a d e f i c i t  of BDS$342,969 o r  45% of t o t a l  
revenue a s  of JGJ 30, 1983. A s  a r e su l t  of t h i s  deficiency, CAIC has 
frequently encountered cash flow problems which have led t o  temporary delays 
as  well a s  cancellat  ions of departmental ac t iv i t i e s .  

The major sources of revenue f o r  CAIC during t h i s  period were grants  
from donor agencies and membership contributions. Donor grants  accounted f o r  
sixty-one percent (BD!3$458,634) of t o t a l  revenues. AID provided 85% percent 
of the grant  funds, while CIDA and the EEC contributed the remainder, 

Membership subscript ions provided thirty-nine percent of CAIC1 s to ta  1 
revenues f o r  the  six month period ending Jum 30, 1983. The receipt  af 
membership contributions appears t o  have been re la t ive ly  st,eady over the l i f e  
of the project ,  a s  shown below: 

Year - 
1981 (1/2 Year) 288,240 
1982 583,900 
1983 505,199 
1984 (Projected) 734,250 

A f inancial  evaluation of CAIC disbursement of USAID funds from 
July 1982 t o  June 1983 was conducted by Gordon Moreau i n  A u s t  1983. The 
report indicated tha t  CAIC1s support f e l l  short  by over BDS 7 150,000 o r  
approximately US$76,000 of the  amount s t ipulated i n  the Agreement, which was 
~ ~ $ 4 4 0 , 0 0 0  o r  a proximately BDS$880 000. Since the  Agreement s t a t e s  that 
CAIC1s support f o r  the Project could come i n  %ash o r  in-kindu, the above 



amount must be considered a s  in-kind support. Furthermore, the evaluation 
noted that the l ine  item, "Nan-Program Staff and Administrationf1, had been 
expended proportionately f a s t e r  than other i tems of expenditure, This i tem 
can be defined as  the estimate of those central Secretariat  employment costs  
and related overheads which would be incurred if CAIC did not engage i n  any 
programme act iv i ty  in  the areas of Economic Development, Technical Assistance 
and Training, which programmes are a t  present substantially funded by donor 
contributions. As of December 1983, 84% of the t o t a l  amount budgeted fo r  t h i s  
item has been spent. AIDf s grant agreement stipulated that  only US$270,000 o r  
18% of t o t a l  project funds could be spent on t h i s  item. As of December 1983, 
11% of t o t a l  AID expenditures had been expended on "Nan-Program Staff and 

. Administrationu. 

Whi l e  the overhead expenditures of the various departments have been 
approximately on target with CAIC1 s budget, there has been a def ini te  lag in 
the programme expenditure ra te  fo r  those departmental costs  funded by AID. 

Expenditure Rate of AID-Funded Costs 

Department Programme Overhead 

1. Organizational Affairs 2 4% 
2. Training 36% 
3. Technical Assistance 6% 
4. Technical Development 59% 

To a certain extent,  accounting delays may explain the low ra te  of 
programe disbursement, especially fo r  the Technical Assf stance Department. 
Despite t h i s  qualification, a sizeable amount of AID'S programme funding 
remains to be disbursed in  a short period of time. 

A f u l l  financial analysis was not called f o r  in  the scope of t h i s  
evaluation. Certain factors ,  such a s  the recurrent cash flow problems, the 
tardiness of CAIC's bi l l ings ,  the lack of current accounting informati'on, and 
the lag in programme expenditure have emerged during the course of t h i s  
evaluation which indicate the need f o r  further analysis of C A I C f s  finances. 
One of the recommendations resulting from th i s  evaluation is that  AID conduct 
a financial analysis and an end-of-project audit of CAIC before providing 
additional assistance t o  the organization. Furthermore, when preparing future 
budgets fo r  i t s  operations, CAIC should attempt t o  assess r ea l i s t i c  levels of 
programme funding and provide an adequate r a t i o  of programme t o  overhead costs 
on the basis of the specif ic  departmental ac t iv i t ies .  



V. CONCLUSIONS AND R E O A T I O N S  

A. CONCLUD ING OBSERVATIONS 

The objective of AID1s cooperation with CAIC is t o  help create the 
conditions that will  strengthen the ab i l i t y  of the private sector i n  the 
Caribbean to  increase i t s  product ion and productivity. Expansion of the 
private sector is a major requirement fo r  significant economic growth in the 
reg ion. 

The current CAIC/AID project i s  designed t o  en!!nce CAIC1s 
' 

administrative capacity so that  i t  can play a lead role in  the revital izat ion 
of the region's private sector. Achievement of t h i s  project goal requires 
three d i s t inc t  outputs: 

1. CAIC must have the administrative ab i l i t y  to  adequately 
represent the private sector ' s  in teres ts  in  the region and t o  
a s s i s t  its a l l i ed  ins t i tu t ions  in  becoming more active on the 
local level;  

2. CAICt s actions must result  in a mobilization of resources among 
the regionf s private sector;  and 

3. The e f for t s  of CAIC and its a f f i l i a t e s  must have a direct  impact 
on the regionf s production and productivity. 

The i n i t i a l  phase of t h i s  process i s  we11 underway. CAIC has been 
successful in  reviving its image a s  a regional spokesman f o r  private sector 
af fa i rs .  I t  has helped t o  mobilize the private sector t o  join together t o  
address issues of major concern a t  the regional level. Finally, the actions 
af CAIC and its a f f i l i a t e s  have had a d i rec t  impact on making the business 
climate fo r  private sector ac t i v i t i e s  i n  the Caribbean more a t t rac t ive  to  
potential investors. 

CAIC1s effor ts  t o  mobilize the private sector a t '  the national level 
through local af f i l i a t e s  have met with only pa r t i a l  success. One possible 
explanation is that achieving unity among the business community on soine of 
the islands requires harmony among groups such a s  manufacturers associations, 
small business associations and chambers of commerce, whose in teres ts  a t  times 
are not necessarily compatible. A major goal of CAIC during the next period 
of operation should be t o  eliminate t h i s  problem. 

The impact of CAIC1s e f for t s  on increasing the production and 
productivity of the region could not be assessed due to  the lack of systematic 
follow-up and measurement of relevant CAIC act iv i t ies .  Since the Executive 
Director is aware of and agrees with the need f o r  systematic follow up and 
measurement, specific emphasis should be placed upon developing appropriate 
systems fo r  addressing t h i s  need. 

Having revived its regional reputat ion and delivered action-oriented 
programs, CAIC has attained a level of project maturity which requires 
refinement of present program ac t iv i t i e s  in  order t o  present a package of 
services based upon a country-by-country strategy. Successful i ~ l e m e n t a t  i on 
of t h i s  approach, however, w i l l  require some significant changes i n  CAICf s 
method of operations. 



Because of the managerial complexity of i ts  task, CAIC has 
encountered both f i s ca l  and administrative problems during the l i f e  of t h i s  
project which have had di rect  implications fo r  its financial viabil i ty.  While 
much of th i s  comes from the laudable desire t o  address a l l  of the pressing 
private sector issues in  the region, CAIC has a t  times been both managerially 
an3 financially overextended due to  its limited staff and financial 
resources, In the next phase of i t s  operations, CAIC should accurately target 
i t s  programmes in  order t o  maximize its impact on i ts  beneficiaries through an 
eff icient  allocation of i t s  limited resources. To further t h i s  objective, 
CAIC should make a concerted effor t  to  both increase i ts  resource base and 
develop an integrated work plan which accurately ref lec ts  what it can 
accomplish during the next project period. 

These general observations serve t o  place the progress of the CAIC 
project in i t s  proper context. While these observations deal with CAIC1 s 
overall objectives, t h i s  evaluation has been conducted under the assumption 
that the work plans of C41C1 s departments accurately ref lec t  the project 's  
objectives. CAIC1s performance has thus been judged on the basis of i ts  
execution of these work plans. This evaluation has also addressed CAIC1s 
management capability i n  implementing the terms and conditions of the 
Coope-ative Agreement and in  preparing i t s e l f  for  future self-sufficiency. 
While specific departmental recomnendat ions have been included in Section 111, 
the next sect ion w i l l  o f fer  recommendations concerning CAIC1 s management and 
future funding of CAIC programmes. 



B. SPECIFIC REOMENDATIONS 

The following specific recommendat ions should be implemented by CAIC: 

1. CAIC Management - 
a. Assistant Director f o r  Administration: To improve CAICts 

day-to-day internal management and to  ensure i ts  ab i l i ty  t o  deal with the 
stringent managerial requi rements of an Operat ion Program Grant, the posit  ion 
of Assistant Director for  Administration should be created with 
responsibil i t ies  for :  

. Keeping a l l  s t a f f  abreast of new development, opt ions 
and decisions arising out of the work of the Executive 
Director, Board or  other staff  members; 

. Ensuring that  the flow oE internal and external 
communication a s  well a s  the paperwork required by AID 
are maintained; 

. Assisting the Executive Director on a l l  matters 
regarding the s t ra tegic  planning and organizational 
management of CAIC; and 

. Making necessary management decisions and representing 
CAIC in  the Executive Director1 s absence from Barbados. 

b. Management Technical Assistance : CAIC should secure the 
sumort of management technical assistance on a short-term consul tancy basis 
- I .  

in  d e i  t o  a s s i s t  i n  the design, ins ta l l a t ion  and implementation of 
management support systems. Cri t ical  areas r e y i r i n g  mimagement support 
include: 

. Fiscal management procedures, especially planning, 
budgeting and monitoring ; 

, Internal f inancial  reporting tools; 

Intra-staff coordination a.xl communication; 

. AID reporting procedures ; 

. Personnel management; and 

. Membership tracking and communication tools. 

c. Strategic Planning: The strategy statement, a s  documented. 
in  the August 1982 communication from CAIC t o  AID should be updated t o  ref lec t  
the present objectives of the organization and the i r  relationship t o  the 

- departmental p r io r i t i es .  A l l  s taff  should be involved in  updating the 
. statement i n  order t o  provide input in to  the planning process and t o  ensure 

maximum departmental coordination. 



d. CAIC/AID Relations : Regularly scheduled consultative 
meetings should be conducted between AID and CAIC to  discuss the work plans, 
progress reports and budget pipelines, For the sake of continuity, one 
individual from each organization should be assigned as the focrll point fo r  
communications. The designated individuals should be readily available on a 
regular basis and should have sufficient  authority to make fiecessary 
management dec i si ons . 

2. CAIC Departments 

As mentioned in the Evaluation and Commentary sections in Sect ion 
I1 I ,  th i s  evaluation recommends that  CAIC develop an integrated programmatic 
approach to  organizational development based upon a strategy tai lored t o  the 
needs and capacities of each individual chamber which would lead t o  clearly 
defined targets.  Furthermore, funds from AID should not be released from AID 
unt i l  these country strategies have been developed. This intertwining of 
departmental a c t i v i t i e s  should begin with the development of integrated work 
programmes and a restructuring of the internal organi.;.,ation of CAIC in  order 
to f a c i l i t a t e  a team approach t o  project implementation. This llpackageM 
approach w i l l  benefit CAIC by projecting a more cohesive image t o  its member 
chambers. 

a. Organizational Affairs and Business/ 
Government Relations 

The National Private Sector Fund has not gotten off the 
ground. AID should do one of the following: 

. Help CAIC t o  develop a new approach t o  tke 
ins t i tu t ional  strengthening component ; 

. Provide s ta f f  support t o  the local chambers on a 
matching funds basis t o  be phased out within two t o  
three years. The resul ts  of the support should be 
di rect ly  measurable i n  terms of increased membership 
support and a specif ic  developmental act i v i  ~ y ;  

. Continue the NPSF in  its current form, but reduce t'l .2 
overall amount and ensure that sufficient funds are 
allocated to  the department's overhead budget to  cover 
the cost of s taf f  t ravel  to ass is t  in projszt  
formulation; - or  

. Eliminate the NPSF. 

As fo r  the other departmental ac t iv i t ies :  

. Funding f o r  the Chamber Management Workshops should be 
continued on a one meeting per year basis ; 

. AID should follow through on i ts  promise t o  fund the 
film, "Free t o  Choose" ; 

. The funding f o r  the J A  programme should be dependent 
upon the M i v i d u a l  country programmes ; 



. The'rwinChambers, representing a r e l a t i v e l y  small 
expense, should be continued, but provisions should be 
amde f o r  funding s t a f f  t ravel .  

b. Training Department 

Funding f o r  t h i s  a c t i v i t y  should continue. Emphasis howver 
should be placed on t h i s  department's ro l e  a s  a broker/coordinator of t r a in ing  . 
prog rams. 

CAIC should follow through on its e f f o r t s  t o  move from 
general management courses t o  in-plant and on- the- job 
t ra ining and spec i f  i c  s k i l l  wakness  workshops. 

. The l lassistance t o  small businessl1 t ra in ing  should be 
cont inued . 

. me funding f o r  the  Training of Trainers  programme should 
be reduced. 

c. Technical Assistance/Research and Data Col lect ion 

The T . W  has improved i t s  a b i l i t y  t o  respond t o  the  technica l  
ass i s tance  needs of the  loca l  p r iva t e  s ec to r  bodies. 

. The Technical Assistance Fund should be continued. 

Funding should be provided f o r  one regional worksho and R follow-up a c t i v i t i e s  per  year. Financial  support s auld 
a l s o  sought from the  subsector affected by these a c t i v i t i e s .  

. The funding f o r  Trade Fa i r s  as  p a r t  of TARD's Infomat ion  
Services a c t i v i t i e s  should be reexamined and most l i k e l y  
eliminated. 

. A l l  research and da ta  co l lec t ion ,  excluding t h a t  which 
a r i s e s  from the  regional workshops, should be reassigned t o  
t he  Economic Development Department. 

C 

d. Economic Development Department 

Funding should be continued f o r  t h i s  department based upon a 
reassessment of i t s  investment promotion s t ra tegy.  

. Ef fo r t s  should be made t o  coordinate CAIC' s Investment 
Promotion a c t i v i t i e s  with PDAP, CPDF and o the r  r e l a t ed  
programs. CAIC should redef ine  its involvement i n  p ro j ec t  
i den t i f i ca t ion  a t  the  micro l eve l  i n  order  t o  take account 
of ex is t ing  opportunit ies.  

. The leve l  of funding f o r  CBIN should be reduced u n t i l  C4IC 
is able  t o  demonstrate its impact on regional developn~ent. 



The Micro-Business s t ra tegy ,  which has been developed a s  a 
r e s u l t  of t he  Programme Managert s attendance a t  the  Center 
f o r  Entrepreneurial  Development workshop i n  India ,  should 
be considered f o r  funding i f  it shows p o t e n t i a l  f o r  going 
beyond the  " sens i t i z a t i on  of decision-makersI1 stage.  
However, IDB funds f o r  a s imi l a r  p ro j ec t  involving the  
col laborat ion of CARICDM and t he  I r i s h  Export Board may be 
forthcoming. 

EDD research p ro j ec t s  funded by AID should be reduced i n  
scope and should become more responsive t c  the  requests  of 
the  l oca l  a f f i l i a t e s .  


